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PREFACE 


The placement of the numerous skille and abilities possessed by 
the people required to operate a large organisation preeente a complex 
probleme The American Navy ig no excepticne The Navy's problem ie 
further complicated by the mobility of its shipe and aircraft, the need 
for rotation of its personnel in order for it to cain broad experience 
and for morale reasons, and the fact that its manpower in veacetime serves 
as the cadre for wartime expansions The graduates of the recruit training 
programe must be assigned te technical schools and to the numerous shipe, 
aircraft units, and shore installetions in accordance with need and with 
each man's existing skille and future potentialities. 

The fundamental basis of seleotion of personnel, both in industry 
and in the civil service is the position concepte In other words, people 
are selected for employment fran a number of applicants because their 
existing skills and abilities mateh the needs of the particular vacant 
positionee The Navy operates on the career concepte It selects from the 
total number of applicants the number required to maintain the service at 
a given total ctrengthe Through vestibule and onetheejob training it 
adjuste the aptitudes, skills, and special abilities of these individuals 
to meet the broad occoupationel requirements of the egervicee As an 
individual's ineservisce experience increases, advanced training and sube 
sequent reageimmente become more specifiaoe The Navy muet achieve the 
maximum productivity fran the skilled manpower {¢ currently possesses. 
Except during emergencies, it cannot procure advanced skills from outside 
sources to f111 vacancies above the entrance level, which is at the 


ii 


146606 








bottome It met meet ite fluctuating needs by continual adjustment of 
exiating skills by intereunit traensfere 

Frow January 1949 to May 1950 the euthor served aa persomnel officer 
for Commander, Cruiserse-estroyors, a types commander in the Pacific Fleete 
During thie diffieult period of naval expansion and contraction, this type 
command consisted of over eirhty-five ships and staffs and over twenty 
thousand mene While attempting to find a sclution to the placement problen 
for the manpower of this oomnand, the question came to mind whether the 
placement funetion belonged at this level of the Navy's admini etrative 
hierarchys Upon arrival at Ohio State Univorsity, this etudy was under= 
taken to attempt to find en answer to this question. 

The answer to few problems concerning the Navy will be found 
directly in any published worke.e The Navy's manuals prescribe the broad 
etandards which guide the distribution of enlisted personnele The specific 
details can be found only in actual experience with the probleme 

With the prinolples of personnel placement obtained from the pub- 
lished worka on the Nevy, other military organizations, civilian industry, 
and the federal civil service aa a foundation, the author applied reflective 
thought to the fruits of experience gained by over nine years of actual 
working with navel enlisted personne] placement problemse This ineludes 
consultations with experienced naval officers in the Meld and actual 
observation of the methode and reeults obtained on all levels of the 
administrative hicrarchye 

The purpose of thie thesis is to evaluate the present methods used 
by the naval service to distribute and place its enlisted pereonnel in 
light of the needa of the fleets. If it does not meet these neods 


adequately, the closest approach to a perfeot syctem must be found. Certain 
444 








mprestiong designed to sesurs such improvements are made in the final 
shaptere The first four chapters will present the Navy and its dis- 
tribution system to the renders The last four chapters will evaluate 


this system with the view of procuring the greatest productivity of the 


Navy's manpower. 
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CHAPTER I 


THE NAVY AND ITS MARPOVER 


The Manpower 
The United States Navy ranke as one of the larger organi zations 


in the world today. While ite authorized atrength may vary, depending 
on appropriations and manpower limitations, in peace it ie «a different 
type of organisetion than when engaged in ite primary wartime purpose, 
that of eoeking out the enemy and destroying his offectivenesae In 
peace, military organisations are nuoloi for gigantio expansion in a 
short period of time when an emergency arisess The basic organi zation 
etructure must exist, plans must be ready, and the cadre broadly trained 
in ordor that it may serve as a skeleton upon which the mobilised force 
can be constructed and prepared to accomplish ite miesionse The augnene 
tation in time of war comes from the reserves and from the civilian 
populetione These elements must be assimilated into the skeleton 
organization as rapidly as possible when war comese As far as possible 
they mast bo trainede The reserves have such trainings Tho final 
augmentation from the civilian population needs both basic and technical 
ekill. 

The operating unity of the naval function ia the ship and the 
planes Each operates with a singularity of purvosee Fach survives or 
perishes as a result of ite singular efforte If one of the parts faila, 
the existence of all the other parts are in jeopardye The complexity 
of ite internal organization must be a paragon of ocoeordinated offerte 
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All higher command and all suxiliary activities exist to use and serve 
the ehip and the plane as they are the Mavy's offensive and defensive 
powere For administrative reasons and for the purposes of this study, 
each chip, aircraft scouadren, shore baee, and higher comand and ite 
eteaff will be referred to as a dagic teame Hach worke for a comncn 
purposes The shore base must serve the fleete The higher commands and 
their etaff mist co-ordinate the fleet's effort. ach basic team has a 
particular job to do, working in co-ordination with others, in each 
battle of each ware 

Rach bagic team ie more than the eum of ite partse Ite guecess 
or failure in the accomplishment of ite miezsion depends upon the 
abilities and ekille of the crew, from the Captain to the newest 
reoruitse Success is eependent not only upon the individual abilities 
and skills of each member, but also upon the interaction of all these 
abilities and skille, comsonly kmown ae tean worke This ie the quality 
that makes each ship and each plane an operating entity. The destruction 
of the enemy is not the doing of any one mane It requires all, the 
quartermaster, the gunner's mate, the machinist's mate, the steward, 
and many others, all members of the orew working as a common teame In 
a modern deetroyer persone with more then twenty-seven different 
occupational ekille work togeth:r for the acoomplishment of its miselone 
A new ship, just commissioned and steffed with persona having all the 
necessary exills, would not be effective in battle due to the lack of 
team skill. Only after many arduous months of intensive training at 
eca as a teem oan the ship become an effective part of the fleete 


Even curing peacetime, the Kavy operates its ships and planes 








to the four cornerg of the world, with resulting major probleme of 
communication, moply, and administrations Ite comlenent now ia 
approaching three quarters of a million men and womene This coupled 
with the lerge number of umita and thelr worldwide dispersion makes 
the problem of providing pereons with the numerous skille required 
at the proper time and place both interesting end challencinge 

Except in times of mobilization, the Navy does not reach mt 
{nto the labor market and compete with industry for the trained men and 
women it requirese It 4g a career service and, except during war, 
entranos is from the bottom, either in the officer or enlisted gradese 
Wavy skills are somewhat difforent from those ugually encountered in 
industry.s For each job there =mst be a man with not only the technical 
knowehow but aleo an equally important military skill. Military ek4i11 
oen only be gained by experience and treining in the services True, in 
timea of rapid mobilization, the acquisition of this sii1l mast be 
accelerated or tomporarily secri Mced because of the urgency of the 
eituatione The regler forces mist bear the principal share of the 
burden until the new members oan acquire this skill. Learning is 
hastened during wartime because of the motivation afforded by the 
eituatione In addition, during wartime the emphaeis is placed on 
technical specialization both for the reserves and for the civilian 
forces The broad training eseential for the skeleton rerular foree 
would not be prectical because of urgencye When an emerrfeney arises, 
the armed forces muet effectively utilize the skills available and 
train the nonealdlled reoruites ag rapidly as possible to f111 their 


fluctuating requirements. The regular force nust be ready te absorb 








4 
end train the new manpower while they oontinue to carry on their present 
dutiese Their training must be broad ag well ag intensive as they mist 
prepare the eugmenting increnents to mect the Navy's needs as well ae 
etend the initial shock of ware 


The Orgenizati on 
Yn the Navy Department in Washington, De Ce, top policy and 


atratery are determined. The numerous bureaus are the teohnical 
assistants to the Chief of Naval Operations who is the top military 
commander in the naval forces. The major field commends reporting to 
this officer are the Comander-in-Chiefs of both the Atlantic and Pacifle 
Fleets and the commandants of the various navel districts. These top 
naval oommanis are illustrated on page fivee 

Puring war the two major fleets are subdivided into other fleets 
to lesson the span of contro] of the majer fleet commander, for example, 
The Seventh Fleet, The Ninth Fleote These subeflects are numbered odd 
in the Pacifie Fleet and even in the Atlantic Fleets 

The two major fleste operate on two basic chaing of commande 
The cperational chain ig tho sub-fleet and the tagk foree, and the 
administrative ehain ia the type cormande Roth of these are centerad 
in the comander-inechief of the major fleete Tha task force is a 
flexible organization, formed to accomplish a specifie task or serios 
of tasks. Its internal organization variese Ships and alroraft units 
join and leave the task feroe ae requirements diotate. Upon completion 
of a task, the entire orgenization may be dissolved and absorbed into 
other task forces. Thus, a ship may have several different superior 


operating commanders over a period of timee These task forosse are 
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6 
further gubdivided into groupe which are in turn subdivided into unitee 
Theee subordinate organizations also fluctuate in their intemal 
organization. For example, at a given moment the UseSeSe Blank may be 
attached te Task Unit 916.2. This mane that the lowest sub-group, the 
task unit toe which the UeSeSe Blank belomca, is the second task unit of 
Taek Group 6 of Task force $1 of the Winth Fleets 

This flexible task force organization meets the operating needs, 
tut it cannot meet adminictrative needa, which by their nature require 
continuitye Thie problem is met by the type commandse Each ship or 
aireraft squadron reporte to the fleet's type canmanéer which represents 
ite typee Each destroyer would report to commander, destroyers; esch 
cruiser to commander, cruisers; and each aireraft carrier to commander, 
air foreeae These may be combined, ae in the present case in the 
Peoifioc Fleet, the Commanmier, Crulieers-Destroyers, is the administrative 
commander over cruisers, destroyers, cestroyer escorts, escorts, ete. 
The need for thie type of organization is based upon more than 
administrative coentinuitye A ship or aircraft unit needs a superior 
who ig by experience ccpnizant of the particular problems of that type 
of ship or of aircrafte The staffs of these commanders are experienced 
in the probleme of the type as they usually have had many years of 
experience at sea in guch a ship or in aircrafte With such assistance 
the type comander ig well qualified to represent all shipe or aircraft 
of his type before the fleet oomanders 

The co-ordinating commands subordinate to the type commander 
also have their position in the operational chain of commande The 


commander of a equadram of destroyers may aleo be a task unit oomanders 
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The types of subordinate commands vary with the type of ship or aircraft 
involvede Deetroyers are combined inte fletillee end these in turn are 
further divided inte equadrone and then divieionse Pettleships, 
cruigers, and airoraft carriers ere usually combined into divisions 
onlye Aircraft are combined inte squacrons, air groups or wing commande, 
enc flect alr commandse Zach of these commands hag a commander 
responsible to a snperior end eventually to the type commanders 

The fleet's shore support outside of the continental UeSehs ia 
centered fn the several area commands. The fleet's geographic area is 
divided up into areas or naval dietricts. Yor example, the Marianas 
Area ic comnanded by Camander, Marinanage The Fawatian Area ie the 1¢éth 
Naval District ccmmended by the District Commandant. Naval districte 
outeide of the eomtinental UseSeA- are gubdordinate to the flect commanders 
Neval Districts within the oontinental UeSeie are subordinate to the 
Navy Department, washington, De Cs. The area ooomands of the fleet 
furnish eervices and shore support to the ships anc aircraft of the 
fleete Thoy also may serve governmental functions in certain arease 
The top comand relationships of a typical flest are illuetrated om 


page elghte 


The Problem 

At present enlisted personnel is distributed to the type and 
area comznders in e wholesale manners In other words, the Bureau of 
Naval Personnel distributes personnel from the training centers, the 
receiving statione, and the oontinental ehore stations to the two major 
fleet canmmanderes for further asesigmment to their eubordinate commandse 


The fleet comanderes, in turn, assign the personnel to their type and 
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area comanderse The pereonnel officer of the type or ares commander 
acsimms each man to a gpecific duty station (a ship, aircraft squadron, 
gtaff, or ehore station)e Tt is at thie point where the crucial aseigne~ 
ment or distribution is madee In the case of petty officers, it is 
almogt tantamount to assignment toa specific job at the duty stetion. 
In the case of men of the below petty officer grades, it amounts te 
providine the raw material by which the cuty station must train ekille. 
Hevertheless, correct plecement by the type or area commander fe 
necessary because certain potentialities are more important than cthers 
to any given ship, aircraft squadron, or shore station. The tera 
placenent will be used to identify this distribution of personne! to a 
specific basic team. Except for the commanding officer's spec! filo 
assignment of duties to a man, it is the closest approach to placement 
4n naval personnel distribubion. Placement is also maw to many in 
the naval service as detailins, but the term placement i considered 
more anprooriate in the case of mlisted personnel. ‘Tn effeot, the 
availability of the right men to assign te the right job fe denondent 
uvon the efficiency ef this placenente If the personnel offfieor of the 
type or area commarn’ doses not have men with tho right elclile evallable 
%o aseign to his activities, {1t is up to hin to take stere to procure 
theme This may be by rodictribution within the cemmnd or by Informing 
superior commands in ordor thet training plans can be modified to 
provide them. Zach naval activity must do its utmost to develop skills 
in the unskilled persons of the command to provide for current needs 
and potential losses. Time and the aptitudes available do plece 


limitations on what can be done. The officers reesponrible for the 





10 
placement function must vrovide for those needs which camot be mt 
locally as well as distribute the unskilled manpowere 

The major problem of thie thesis is to determine if the present 
system of distributing enlieted personel is the most efMcient which 
ean be devised to meet the menpowor needs of the fleet. If not, then 
the preblem is to devise a method which will meet the needa. The 
distribution of personnel is necessaryse The orux of the problem lies 
at the placement level of @istributions 








CHAPTER TI 
NISTRIBUTI OW AND PLACEMENT ATDS 


The Keed for Aids 

It ie inconceivable that any method aculd be devised for dise@ 
trituting Navy skilis amongst so many widely dispereed cperating unite 
and shore establishzente without mechanical aids of eome typee The 
officer charged with the resvongibility of providing for the pereonnel 
needs of the basic teams within any given command, must know (1) the 
needs of each of the teams for which he is responsible, (2) the 
qualifications of each man in the command, and (3) the quali fications 
of each man available for assignment. Thus, the distribution aids 
must meet two requirementse They must indicate, first, whet skille are 
required for each basic teams These needa will be consistent by type of 
basic team throughout the service. Second, the skills of cach enlisted 
man must be know and made available in some forme The former requiree 
ment is met by complements, allowances, and billet epecificationss The 
latter requirement ie met by the Navy's rating atructure, job classifie 
cations, and the Navy's personnel accounting system. The function of 
these aids will be described in detail. 

A pereonnel officer camot ask the commanding officer of each 
ship what personnel he needs and then interview each man available to 
ascertain if he could £111 a part of these needs. Except in a very small 
command this would be an impossibilitye As personnel officer for the 
Cruiser=Degtroyer Force, Pacific Fleet, the author was responsible for 
filling the personnel needs of over eighty-five ships and staffs spread 
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12 
over the whole Pacific Oceane This force consisted of over twenty 
thougand mene At times, the daily placement of personnel, in this 
office alone, was over six hundred mene Sach of these had to be assigned 
to the ahip or staff which was in the createst need of hig particular 
skillee It is evident that some aids were necessary so that personne) 
could be assigned ravidly, yet efficiontlye 

The Navy's distribution and placement aide do flll thie needs 
It may be possible to make these alds oven more efficient, however, 
this ie not the purpose of this study. The exisetine aids will be 
described and accepted as they ares 


Complements and Allowances 
Complements determine the war etrencth of each naval activitys 


"The complement of an activity ie established by the Chief of Naval 
Personnel to indicate for officers by oorps and grade and for enlisted 
personnel by rating group and pay grede, the numbers necessary to oarry 
oat effectively the mission of the activity in time of mn” For 
each basic team, the oomplement would be the established personnel 
requirements in each of the numerous Navy skille for maximum efficiency 
in time of ware These are standardizec for each type of ship or other 
naval activity by the Bureau of HWaval Personnel after accurate servicee 
wide determination of needs. With this aid the personel offloer can 
know just how many men of each pay grade of each rating group mist be 
provided for any given ship er other naval activity. Naval comrands 





' Bureau of Naval Personnel Manual, 1948 (waghington: 1948), 
arte Aw21026 








13 
may initiate correspondence to the Bureau of Naval Personnel om any 
changes they may consider appropriates These requestsare given careful 
consideration and appropriate action is taken to change the complement 
of all ships or other naval aotivities of a similar type if considered 
jueti fied 

In times of peace, it fe not possible to maintain ships and other 
naval activities at thelr wartime complements. This is due to the lack 
of available manpower and the reduced requirements on the basic teama. 
To ect a standard of peraonnel requirements for peacetime, allowances 
are ugede As complementa determine the needs during wartime, allarances 
determine the needs (or at least what ie possible) curing peacetime 
fhe Chief of Haval Operations determines the Personnel Allocation Plen 
for each fiscal yeare This plan "allocates among the individual 
activities of the naval establishment the total numbers of officers end 
enlisted pereonnel which are expected te be in the Navy on a preecribed 


date.” 


Knowing the personnel the budget will permit and the number 
of eetivities which must be maintained, the Bureau of Naval Personne) 
determines the allewance of each activity. 

Allowancee translate overall numbers into spocific munbers of 
ranks and ratings in accordance with the military requirements on 
each activity. These allownnces then serve ae a guide in procuree 
ment, training, and distribution.” 

This ie the peacetime guide to assist the pergonnel officer to determine 


the requirements of each ship or other naval activity. 





2 thide, arte Aq2101. 


. Captain We Me Cole, USN, "Complements, Allowances and Billets," 
Proceedings of the Pergannel Officers Conference, 1949. (Washington: 
Bureau of Naval Pergonnel, 1949), pe 12s 
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Billet Speci ficatione 

A program of billet analysis ie now in progress in the Navye 
Thies program began curing the latter years of the second world Yar when 
it was found that more adequate and detailed information on Navy skills 
was requirede The result will be a complete set of billet speai Ncati ons 
for each billet om cach type of ship or other naval activity in services 
Thie will give the personnel officers more details on the human requiree 
ments of each Kavy billet.’ rach specification will provide the 
following infermati on: 

The Billet Number 

The Wavy Job Classification Code 

The Location of the Billet 

The Billet Sumary 


fypes and Descriptions of Dutice 
Equipment Used 


The Rating Structure 
There are sixty-two occupations cr general service ratinze for 


enlisted personnel in the peacetime KNavye Luring wartime because of 

the emphasia piaced upon specialization, thie number is increased to 
approximately two hundred, and these are known as omergency service 
ratingse The emergency service ratings are narrower and moro epecializede 
For example, the general service rating of Boatswain's Mate ie sube 
divided into the emergency service ratinzs of Shipboard Boatswain's 

Mate, Construction Rattelian Boatswain's Hate, Canvagzan, Rigzer, and 


Stevedore. Puring an emergency, all enlisted personnel, both USN and 





4 im the Navy the term "billet" is synonymous with the industrial 
term “job” and means a group of duties, tasks, and responsibilites 
designed to be performed by one persone 
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Reserves, ie classified according to the emergency service ratingse 
The term "rating group” means the specialized career Mielde ceoupied by 
petty officerse A few of there are:” 

Eoatewain's Mate (1s) 

Quartermaster (CM) 

Radarmen (2D) 

Fire Control Technician (FT) 

Mineman (17) 

Instrumentman (Ih) 

Sicalmen (0M) 

Maghinist’s Mate () 
By meane of these rating groups, each man ie classified into a broad 
career fields These career fields are narrowed dow when the emergency 
service ratincs are useds Below the petty officer groups, the general 
apprentice career fields are mush broader and desoriptions are nore 
generale Thoee fields are known as ratose There are seven rencral 
apprentice Melds for beginners as follows, 

Seaman (51!) 

Fireman (FN) 

Construotion Man (CH) 

Admman (4%) 

Hogpitalman (1) 

Dentealman (DN) 

Stewardsmen (TY) 
When an apprentice hag oompleted the prescribed coures at a specialized : 
Navy school or has, through naval experience, proven his abilities in 
a particular skill, he ie desipneted in one of the career MNeldse of 
petty officerse Thig is an additional aid to the persomel officer in 
placing him on a ehip or other naval activity which requires his particular 


talent and insures that hie skills will be utilised properly since onoe 





. More detailed information on the descriptions of Navy rating 
groups may be found in the United States Navy Occupational Handbook 
(Washington: Bureau of Naval Personnel, 348) ° 
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he entera a cGarcer field occupied by petty officers, he mist be used in 
that particular field. For example, a seaman (51) who has successfully 
completed the Navy echool for Mre control technicians would have the 
rate of fire control technician geaman (FTSN)» He would normally be 
assirned to a ship or other naval activity which had a vacancy in the 
fire control teohnician rating group, and he would be used to work in 
his epecialtye 

Within the rate and rating groups enlisted men progrese through 
geven progressively higher pay gradese Tho first three pay grades are 
designed to inolude men from the day of recruitment to the day they 
becane petty officerse For example, a man in the seaman general 
apprenticeship croup would begin as a seaman recruit (pay grade Fel), 
then be promoted to a seaman apprentice (pay grade Fe2), then to 
seamen (pay grade E=3; for firemen, it would be from seaman recruit 
(pay grade Eel, the rate of fireman recruit exists, but normally all 
recruits in recruit training centers are desimed seaman reoruit until 
graduation) to fireman apprentice (pay grade Fe2) to fireman (pay grade 
K=S)3 @toe 

The remaining four pay grades are for petty officers; third olase 
(pay grede F=-4), second olase (pay grade B-5), first oleaes (pay grade E-6), 
end chief petty officer (pay grade E-7). The rating of a petty officer 
{@ the combination of the rating group designation previously described 
end the pay grade, thus a firet class petty officer in the quartermastor 
rating group would be desimeated as a quartermaster firet class (07) 

The personnel officer knows the number of peregons in each rating 


or rate attached to each of his naval activitiese lie is given the rating 
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or rate of each man available for assignments The caaplement and 
allowance of each navel activity is set forth in terme of go many of 
each rating and rates With all this information available, the 
personnel officer can then use the ratings and rates as aide in placing 
each given man on the ship or other naval activity in the greatest need 
of hig particular skille. The rating group and rate indicate the 
eareer Meld in which the man's talents liee The pay grade indicates 
the degree of proficiency the man has achieved in that particular career 
fields To be promoted each man must demonstrate and pass competitive 
exominations on the skills required for the next higher pay grade in his 
partioular rating groupe The ekill requiremente for each rating and 
rate are epecifically established by the Bureau of Naval Pergomel 7 
Knowing the eidlls of each available man, the pergonnel officer can 
properly place hime The rating or rate provide this information om each 
mane If more specific information is raquired, the Navy job classi fica~ 


tions are referred toe 


Navy Job Classifications 
Because of the ever-increasing need for more detailed information 


on eech man’s skills, the Navy job olassifications have been developed. 
Rach men in the Navy is assimmed a primary Navy job classification and 
may be assigned a secondary jcb classificatione The primary job 
Classifiontion shows an enlisted man's most significant skill within 


hie rating or, in the case of personnel in the firet three pay grades, 





S ror the detailed requirements see the current editia of 


Manual of Qualifications for Advancenent in Rating, Nav Pers 15068 | 
(Washington: Bureau of Naval Personnel) : 
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within his ratee The secondary job classification identiNes a person's 
adcitional job skillz which are significant but different fron those 
identitied by the primary jod classification; it dces not have to be in 
the field of his spoecializati ane 

fhe job classification is identified by the Navy Job Title and 
the Navy Job Code. Approximately 1,100 different jobs are classified. 
The jovw codes are identified by an alphabeticenumerical symbol or code 
made up cof two or three letters and four digites The letters are the 
alphabetical abbreviation of the rating to which the job claesification 
is related. The fouredigit number is distinctive for each job classife 
oantione A primary jod code is followed by a twoedif¢it service type code. 
Thia identifies the type of ship, station, or school where the skill was 
acquired. For example, the job code Oi~1909=42/5313 would meen the 
holder was en opticalman, besic, who obteined his skill on a tender or 
repair ship and was a qualified second olass diver (6313 128 the secondary 
job code for a second olacs diver) , 

Thig aid gives the pereonnel officer a detailed description of 
eeoh man'g most important ekille. The ratings and rates cover broad 
ekill requirementa. The job classifications cover apecific skills and 
are acsigned by the man's commanding officer, in most casee, after 
demonstration of ability. The Favy Job Code as well as the reting or 
rate ie referred to in ell correspondence concerning enlieted men where 


placement ie involved. Complements and allowances do not supplement the 





. The complete list of all Havy job oodles, titles, and descriptions 


may be found in the Manual of Enlisted Navy Job Classifications, Nav Pers 
15105 revised (WashTngton: Bureau of aval Peraonnel, November 1949) e 
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rating or rate with job codes oxoept in a few oases, The trend is 
toward the use ef job codes aleoe The billet specifications co indicate 
the job code preferred. 

Beoh man'g job codes are supposed to be maintained current by his 
commanding officere Certain secomdery job codes are agsi med by the 
Chief of Naval Pergonnel in especial cases and cannot be chanced without 
his authoritye Theece special secondary job codes are imown as the 
"99 serleze" Thoy are used to label certain specially trained 
technicians the Bureau of Maval Persennel desires to keep secount of’. 
An examplo of such o job code would be 9510 which would cesipmate an 
aviation jet engine teshnician anecially trained in the factory and with 
ecensiderable maintenance experiences 

As the job classificetion identiMes a ekill, {t doer not tmply 
that thie skillis the person's only skill or that he its not caveble 
of learning otherae It indicates a man's most sicniNcent extlle, but 
it ie not restrictive in accienment te duty. It is used ae a euide for 


tho effective placement of perronnel. 


Navy Personnel Accounting 
Tt is necessary to the success of any distribution system to have 


an upetoedate record cf the personnel status of each command throuchout 
the naval service. The Navy's Personne] Accomting Plan is an electric 
machine accounting system to provide the followings 

le Complete and accurate sources for overeall planninge 

Ze Fiscal and statistical data. 


ee ee ee) 


. BuPpers Mammal, ope cite, arte A=21026 








Se Identify activities and their allowances. 

4e Identify individuals and their quali ficati onse 

The personnel accounting machine inrtallatione (PAMT's) are 
loonted in the primary centers of naval activitye Cencral headquarters 
are in the Bureau of Naval Personnel, Pashington, De Ce Fach ship, 
aircraft squacron, etaff, shore etation, and other naval activity is 
knowm as a reporting activity and sends tro recorts to its desi mated 
PAMTe The firet is a Perzormel Accounting Card whioh ig submitted for 
each man when he reports on board for cutye Thies containge epeci Ned 
4nformation taken from the man's service records The second report ie 
mabmitted weekly and ig ‘nown as the Personnel Diarye Daily chenzes in 
the status of personnel om board are noted therein in secordance with 
prescribed methodse When the Personnel ‘Accounting Card is received by 
the “AMT an International Business Machines card known as the Personnel 
Status Card is vunched and maintained in the fMileae These cards sre 
maintained current from the pergonnel diary entries. These cards are 
the mechanical basia for the numerowe monthly reports prepared by the 
PAMT's and eent to the Pureen of Naval Poereonnel, other hirh comands, 
and each reporting activitye 

Two of these reperts are of utmost importance to distri bution 
officers throughout the service. These are the Activity Dietribution 
reporte (Pers 82-31) and the Composite Strength Report (Pers 22-32) 
concerning each activity for which each distribution officer is 
responsible es 

The Activity Dietribution Report shows the detailed personnel 


statues of ench reporting activity. en are arranged by rating or rate 








al 
and pay gradee The following important information on each man is listed 
therein: 

The Name 

Service Number 

Rating or Rate 

Accounting Category Code 

Expiration of Obligated Service (Month and Year) 

Primary Navy Job Clasei fication 

Secondary Navy Job Claeei fication (if any) 

Date the man was received on board 

Retetion Tour Date (where rotation is involved) 

The Composite Strength Report is the summary of each higher comzand, 
type commands and abovee This report lists total numbera of men in each 
rating and rate against the command's total allowance in each of these. 

It also tabulatee the numbers of persone in exch of these ratinge and 

ratee whose enlictments expire each month in the futuree The Mret colum 
are the numbers of men whose enlistmonts will expire in the month following 
the month of the report end so one The fleet commandere uae the reports 

on each type and area command as a basia for their input and withdrawale 
for each of these subordinate commandse BuPers would use such reporta om 
the fleet commands to balance their input and withdrawale The type 
conmanderes use the repo te on their owm commands to determine percentages 
of allowance which exist and for other statietioal data and plang. 

By use of these reports personnel officers can have complete 
information monthly on the statue of ench of their basic teamee By 
comparizon of the current status, potential lossea, and the requirements 
of each baelic team, the needa can be determined rapidly. As these 
reporte are received monthly, some meons are necessary to keep each basic 


team's status up-toedate daily as assignments and transfers occure 


This problem will be discussed in more detail in later ohaptere as the 
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tS 


methods of personnel ofNcere charged with digtribution functions are 
desoribede A brief illustration of the information contained in these 


two fundamentai reports is found on page twenty-three e 


The Service Revord 

An enlisted man's service record is a complete history of hie 
current eulistmente The orlginals are maintained in the Bureau of Keval 
Peraonnele A oopy ie maintained in the duty station's Mies and accompanies 
the person when treneferred to a new commande A deacription of the 
contents of thig record is not necessary ae it is of minor importance to 
a 44 stribution officers The distribution officer for a large command 
does not normally have this record available when called upon to make 
assignment to a duty station. It ise of utmost importance to the commanding 
officer of the ship when he males en assignumemt toa specific billet on 
beards Most distribution officers deal with l rge numbers of men, 
therefore, the briefer coded information such as ratings or rates and jo) 
codes are useds Occasimeally a man may be ordered to the flagship or 
command headquarters for an interview and appraisal of his service record 
before an assignment of special importance, but thie is the exception 
rather than the rules 





° vor details refer to buPers Manual, ope cite, Chape 2, part Be 
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CHAPTER ITT 
DISTRIBUTION IN THS NAVY TODAY 


The Principles of Naval Distribution 

Distritution may be defined ag the assignment of the available 
manpower to the various naval activities in accordance with each 
activity’s particular needa and the long term neede of the servico.s 
The supply of menpower is limited, in pesestine, by budgets and the 
attraction of the naval service in the country’s labor market; and in 
wartime, by tho requirements of the other services and industry devoted 
to wer productions Thus with a limited supply of men, the number of 
naval activities which ean operate efficiently or effectively depends 
upen the Navy's training and distribution progremse As the great bulk 
of recruits either have no skills or civilian skills which need to be 
adjusted to neval needs, a training program is essentiale Diatribution 
must ineure that potentialities and skille produced are utilized to the 
maximm advantagee In times of rapid expansion, the dietributia 
systexr is uncer a terrific strain to provide newly ometructed and 
reactivated ships and planes, the increase to canplement of the existing 
basio toame, and expending shore support facilities with the nececsary 
wanpowere Existing activities are taxed to the utmost to provide the 
suciei around which men with the newly produced skills of a greatly 
accelerated training pregram ean be built into effective teams. 

The problem of previding the veceseary manpower is met by two 
methodse The first is to distribute the new material, the recruits and 

2& 








28 
vinat civillen skilis and potentialities they may pessess, to those ships 
and other naval activities which can most efficiently utilize their 
eervices end continue their training on tha jobe the second method is 
by moans of redictributing the ekilled persons already in the service, 
if they cen be spared from their present duty stations, to those basic 
teems which have a greater need for thoee skill¢e which they poesesse. 

All new recruits must undergo the basic training in one of the 
several reeruit training centerse The purpoce of this is two-folde New 
nen must be introduced to the Navy and be oriented to naval life in 
generale They mist also be classifMiede Their aptitudes, skills, and 
abilities must be determined by tests and interviews in order that they 
may be agsigned to the type of duty for which they are best te 
Ypen the completion of the recruit training and on the basis of their 
classification, they might be asgimed to officer training, to an 
eadvanoed teclmical school, given a reting, selected for specialized duty, 
or assigned to duty in an operating unite During the last war, reughly 
40 percent of thore who completed recruit training were relected for 
advanced achoole; 10 pervent were selected for special billets, imediate 
rating or ocomissioning; and the remnining SO percent were asel med 
directly to ships or ew Those assigned to advenced training were 
distributed, upon completion, to operating units or shore activities. 

Skillea and abilities do not stay static. The great majority of 


nen are sontinually advancing in proficiency by training, which is 





2 pereonnel Research end Test Devel in the ee of aval | 
Personnel, od» by Dewey Be Stult, LODR, USE (rinsetenr Princeton 
Taiversity Prege, 1947}, Pe 250 
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recomnized by pramotione Same are casualties of war, accident, or 
maladjustmente Suring peacetime, some are lost to civilian lifee 
Redistribution is necessary to meet fluctuating needs, to provide 
promotion in position as well as in rating, end to aid morale. The 
fluctuating needs which mist be met are expansion, shift of emphasis, 
technological advances, and unbalance due to heavier attrition in some 
activities than in otherss Men who are promoted in an activity which 
has no vacancy in the complement or allowance must be redistributed to 
aotivities which have a vacancy, otherwise talent is wasted. In the 
field of morale, redistribution is necessary beoause of the rigors of 
certain types of naval dutiese fFwery man should receive hie share of 
shore duty if he desires. This requires a geaeshore rotation programe 
Por warioug motives, man desire a change of duty periodicallye This 
requires a progran for granting euch requeste after a prescribed period 
of gervice if oonditions permite A perlodiec change of duty in peace«~ 
time aleo hae merit in providing bread experience and training for 
regular personnel. Technological advances require oontinuous schooling 
Sn new tealmiques and equipment with subsequent reagsimmment to activities 
whioh can utilize these gkillse Men mist be returned to the United States 
for leave after long periods in the war zone. Aan it is usually not 
practical to return the ships or transport the pergonnel back to their 
previous comands, they must be reassimmed to lccal ships, aircraft, or 
shore duty. This ie an excellent source of personnel to form the nuclei 
for new ships and aircraft equadrons because of their battle experiences 

Distribution in the Navy is a continuous procezas All the men 
they have, they must use and uee effeotively. All they get, they must 
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train themgelvea in most casese The new man must be distributed and 
trained, and the experienced men muet be redistributed and trained.» 
Training, like distribution, ie a continuous procesae Dietribution 
involves the more consequential edjustments in the continuity of advance} 
ment im kill and ability whether within an ectivity or in echool tetween 
permanent duty stationse It ie the adjustment of the jcb to the man ae 
his abilities increase and the man to the job as the joba chances 

A specialized phese of distribution is placement. At some point 
of the distribution process, which may amount to the movement of one half 
of the Navy's manpower etrength within a given year, the skills of each 
inéi{vidual as an individual met be matched with the epecific neede of 
each ship or other naval activity. This ie the point between the mase 
provision of manpower of certain specifications to the fleete or type 
commands and the assignment of epecific duties to a given man by hig 
commanding officers Thig placement phase of distribution where each 
specific man is assigned and withdrawn from each epeoific basio tean 
ip very importants It is go crucial that the bulk of this stady will 
be devoted to it. The highest echelon in the distribution hierarchy 
migt provide the raw material, the necessary technical schools for 
training, and the co-ordination of distribution of manpower throughout 
the service. Other hich commands meat distribute thie mase manpower on 
through the services It ie the placement phase, however, that must 
4neure the full utilization of oach apecifiec man's skills and abilities 
and operate the details of the training=distribution cyolese The place«- 
ment phase of distribution will be disoussed in detail in the following 


chaptore 
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The Bureau of Naval Personnel 

The Sureau of Naval Persomel, which will be referred to heree 
after ag SuPers, ic the central personnel agency of the Navye It has 
technical control over personnel administration in tho naval services 
Technical control ie defined ag "the specialised or profess! onal 
guidances and direction exercised by an authority of the Naval Establishe 
remt in technical mnbteres”™ Burers legal authority over navel personnel 
matters is established in the Ue Se Havy Regulations.” Under the 
direction of the Secretary of the Navy and the Chief of Naval Operations, 
the Chief of Naval Personnel, who is the hend of SuPers, formulates all 
basic policy and directives in personnel matterse This policy is set 
forth in the DuPers Manual and by orders of more temporary naturee Aili 
policy and orders iasued in the name of the Chief of Naval Persomel to 
the naval servico have the same effect and authority as if they had been 
signed by the Secretary of the Navye 

In the field of distribution, SuPers has many responsibilities. 
Throigh its recruiting agencies, it muat procure the new men and women 
to maintain the Navy at the strength specified by the Personnel Allocation 
Plan determined by the Chief of Naval Operatione. These new people must 
be trained in the several recruit training conters which are under the 
management control of BuPerae ‘anazgement control is defined as “the 
direction exercised, in other than military matters, by en authority of 


the Navel fatablichment over a unit of the naval establighnent in the 





2 te Se Navy Regulations (Washington: 1948), art. 0405- 


5 hide, art. 0440. 
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admini stration of its loesal operating functions ."4 Upon completion of 
recruit training, DuPers distributes theesc recruits to the fleets, shore 
activities, or sdvanced schools dependent upen the orereall needa of 
the services SuPerse exercises menasement centre] over all schoole 
except the flect schools, assicma quotae to naval activities and the 
recruit training centere, estnbliehes or approves the courses of 
instruction at each echool, and distributes graduates, other thar those 
sent from naval activities on returnable quotas, to the fleets and shore 
activitios. 

BuPergs also controla promotion to give recornition to advanced 
akilla by condueting Navy~wide examinations for qualified candidates 
end euthoriszing promotions for the top successful candidates in sccordance 
with the needs of the servica, and legal and budgetary limitati ong. 
PuPers controls the rea~shore rotation programe Men who have ecerved the 
prescribed number of years at sea are eligible to request shore duty 
in the area of their choice. lists are constructed for each rating or 
rate, and men are arranged om theese lists in accordance with the period 
of time they have been at sen eince their last tour ef shore duty. As 
vacencies occur in the shore activities, flest peremrel with the 
greatest period of ses service in the particular rating or rate desired 
are ordered ashore, providing the locality of the activity ia within 
the limits stated in the person's aren preferences Persone] whose 
tour of shore duty has expired are distributed back to the Tleete. 

The receiving stations located at principal porte or centers cof 
maval activity act as the way-stations in this constant flow of mane 





4 thid., arts 0406. 








powere They are attached to the naval districte, but are under the 
manngement control of DuPerse lien repert te these atations for many 
different reasons. a few examples will serve to illustrete. wen 
returned to the states for leave and reass! gament resort to the 
yecoiving atation neareat their home for reagsignment. The complement 
of a deactivated ship may report to « deesimmated receiving station to 
aveit ite orders. Men awaiting treneportation to a new etaticn will 
repert to a port receiving etations. Men to te eeparated from the service 
will te sent to the nearest receiving station to undergo discharge proe 
eséurese These are a few of the reasons for the exietence of receiving 
stationg. It ig nesessury to have some center where men cen be berthed 
end fed while awaiting orders or tranaportatione Hach receiving station 
must keep DuPera continually advised es to the names and qual! Ncatians 
of the men awaiting asai coment in order that they may be agsigned as 
rapidly as possible. 

In order to distribute the available manpower efficiently, BuPers 
mast know the needs of the flects and the naval districts. This 
information 1g obtained from the monthly reports of the varicus PAiT' se 
The reports relay infomention regarding the complements or allownsnces 
of the mejor cammance by numbers, ratings anc rates, and what they 
ectually have, with their onticipated monthly losses. Pureres must 
Cigtribute the available skills to those commande which have the sreatest 
shortage of each particular skill available. Overall shortages mat 
be rectified by the Navy's training program. FuPers distributes to the 
two fleets and to the naval shore establiehment (the bulk of these coming 


from the sea-shore rotation program). The diagram on page thirty-one 
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illustrates the top channels of personnel distribution. Except in 
special caces, FuPers deale in large numbere of men with partioular 
skilis and, therefore, carmmot be regarded as a placement agencye 

Burers acts as the oenter of manpower diatribution. It must proe 
cure the necessary new recruite and must establish training programs and 
schoole not mly to prepare the new men but to aseist the fleets in 
advancing their own training programse It distributes mags manpower 
between the major centers of naval activityse It alone canmot meet the 
needs of the numercus naval activities without intensive training efforts 
by each basio teame It must co-ordinate the efforts of all concerned 
with the training and distribution of naval manpower to accanplish the 
Navy's missione 

The organisation of the top echelons of BuPers is illuetrated 
on page thirty-three. The organization of the Distribution Branch which 
4g one of the branchee of the Mmlisted Pergonnel Pivigsion is illustrated 
on page thirty-foure The Detail Sseotion is an important agency in the 


control of the movement of the Navy's manpower. 


Di etri buts on by the Fleet Cemomanders 
The Conrandore-in-Chief of the Paoifie and Atlantic Fleets are 


responsible for personnel] adminiatration within their respective 
commands in accordance with the directives of BuPers and within the 
limits of authority delegated to theme The Commander, Service Force in 
each fleet is responsible for the leristics support of the fleete As 
euch, he ie delegeted the authority and responsibility for the pro- 
vision of personnel to the fleet. The fleet commander establishes 
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fundamental policies, but the detaile of execution are the respensibi lity 
of the fleet's service force sonmanders The fleet pereonnel officer is 
assigned the Service Force Commander's staff. SuPers does not exorcise 
funetional control over the Sleet personnel officers. However, the 
fleet personnel officer is reeponsible to the flest'e service force 
commander who fe in turn responsible to the flest oommender thet Purere 
policies and directives are carried oute In the name of the fleet 
oommender or the service force commander, depending on the policy to be 
promulgated, the fleet personnel officer issues suoh directives to the 
fleet and the type and area commanders as may be necessary to carry out 
the diegoretion granted by BuPere in personnel matterse Havy-wide 
directives of BuPers are binding on all naval activities unless they are 
epecifically exempted. It is not necessary for commanders in the chain 
of command to releeue them to their subordinate commandse The fleet 
commanders may amplify BuPere directives within their om fleets ag 
far as they feel neceesary provided they comply with the intent of theese 
directivese 

The fleet perecnnel officers distribute the men made available 
to them by making them available to their type and area comenderse 
By the use of the monthly PAMI reporte (the Composite Strength Reports) 
conoerning their evbordinate canmandsa, the fleet personnel officer 
maintains statistics on the etrength of each of these subdordinate 
commandss By comparing the cneboard count of each rating and rate with 
the complement or allowance (whichever ia in effect), the shortages in 
each subordinate command can be determinede The available manpower can 
then be made available to that type or area sommander who has the greatest 
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need for each particular skill. 

A epecial situation exists in the Pacific Fleet, due to the 
distance detwoon Pearl Farbor, Te He, where the flect and service force 
commanders are located, and the continental UseSeA. The Canmander, 
Western Soa Frontier, lecated in San Francisco, acts as the vest Coast 
distribution representative of Commander-inechief, Pacific Fleete His 
central location in relation to continental shore activities, the 
majority of the type commanders, and centers of exbarketion reduces the 
sommmication problem considerably. As Comander, Service Force, 
Atlentic Fleet is lecated in the continental UeSeAe, this problem dose 
not exist in the Atlantio Fleet. The Commander, Western Sea Frontier, 
under the control of the fleot commander through the fleet personnel 
officer, distributes the manpower made available to the Pacific Fleet 
to the varioua type am area commanders of the fleet in accordance with 
their needse 

Intrafleet redistribution is accanplished by the fleet personnel 
offiloer. Redietribution may be resorted to in order to balance personnel 
shortages which may develo” in any one of the subordinate commands if 
the input of personnel from outside sources does not suffices A forward 
erea rotation program between ship and shore duty is conducted by the 
fleet commanders to pornit men attached to the sea cannande to request 
and be ascigned to an area canmand ashore efter meeting certain require- 
mentse The men accepted are thon made available to the commander of the 
area of their choice for assignment to one of his shore activiticse 
This ie the primary source of manpower for the forward area shore 


aotivitiess The balance is made up frm their share of the available 
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men Crom sources outside the fleets A similar program exists in the 
fleet's shore billets in the continental UeSeAe Personnel attached 
to sea commande may aleo request transfera within their command to 
other unite of the fleet not under their present type commanders These 
requesté are sent to the service force cormandere The granting of euch 
requests 1s dependent on the endorsement of the type commanders concerned 
and the georraphical proximity of the two ships or aircraft equadrons 
involvede 

In times of naval oxpeneion, the fleet commanders may be required 
to maintain pre-commissioning centers for the assembly of crews for 
ships being constructed or re-comnisesioned. The nucleus of crews mst 
be procured from experienced men from the ships of the fleet. The 
balance of the crews is assigned from manpower made available to the 
fleet from BurPeree wien of the fleet may request such duty if they can 
fulfill established requirements. Their withdrawal from the active 
unite of the fleet will depend on whether or not they can be spared and 
on the needs of the pre-cormmissiong centerse The men ordered to theae 
centers are formed into balanced crewa shortly before the new ships are 
cosmi ssionede 

The Fleet Personnel Officer met administer the BuPers echool 
quotas assipmed to the fleet. Some may be mandatory, if a great need 
existe in the Navye These, he met apportion equitably to the sub- 
ordinate commends of the fleet. Some men who are gent to the BuPers 
administered schoole are returnable to their oririnal teams and some 
are not. Cuotas which are optional, he agseizns to those erhips or other 


flect activities which submit requests. Service Force lettere inform 
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the flect on what sohsole are available. The fleets aleo maintain their 
om schoolee These are directed by the fleet training comnand whose 
oommander may be regarded as a type commandere Cuotas in such fleet 
echoole ars available upon request to the local training command activity 
or in some casee to the school itself. The fleet gsohools are maintained 
to supply the fleet with facilities for special training needed in 
shipboard billets. They devote mich times to training the subteans of 
the ships and airoraft as units. Ships usually utilize these schools 
when they are going to ve in port for the necessary period of timee All 
these schools provide a means of increasing the skills of the Navy's 
manpower and are very important to the distribution cyolee 

The fleet commands represent the second eshelon in the chain of 
distribution resvonsibility. They distribute the manpower made available 
to them to their type and ares comwunders, in accordance with their needs, 
for further distribution. They deal with large numbers of men but are 
one step closer to placement. Ina few cases where special qualifications 
are involved, they may actually assign persons by name to a basio teame 
This is the exception however and is always subject to the concurrence 
of the type or area commander ooncerned. They are also responsible 
for insuring that adequate training programs are pursued within the 
fleete for the advancement of men in skills to meet existing needs. 

They are not only responsible for the effective distribution of the skills 
available to the fleet but for keeping BuPers informed of the present 
and ever-changing needs of the fleete in ordor that dietribution and 


training programe may be adjusted to meet these needse 








CHAPTER I¥ 


PLACEMENT IN THE WAVY ToOpAY 


fhe Frinciples of Naval Placenent 
Placenent is the end phase of distribution. It is the assime- 


went of individuals to specific baeic teans in the light of the needs 
of those teams and tho qualifications of the available mens ‘ssi gnment 
of groups of individuals with no skill or marked potentiality may be 
included, but the assignment mrt be to a specifio basic tean to be 
considered “placements" BurPere and the fleet commanders distribute 
ms aggregates of mancower on the basis of filling type conmand and 
area command complements or allowances of specific ratings or ratese It 
ia the type or area commander's personnel officer who places each of the 
individuals of these groupe ag individuals in a epectfic basic team to 
mect a particular existing or future needle 

Under certain circumstances job sodes may be used in the bulk 
distribution of BuPere and the fleet commenderse This 12 eormon in 
ratings which are a combination of several basio skilis or in the very 
technical ekills. An example of the former would be the ship serviceman 
rating whioh includes such ekills and special job codee ag store operatora, 
barbers, beauticians, tailors, laundrymen and dry oleanere, end cobbleres 
In the case of very technical ekille, diatribution by BuPere and the 
flect commands may approach placement, ae the number of basic teame which 
would require an advanced technician may be severely Mmited, but it never 
quite reaches placement due to the position of the type or area commander 
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in the distribution chain. In other words, the higher distribution 
agencies provide the broader skills, votentialities, or unskilled man= 
power to meet overeall needse The provision of a specific Nevy skill for 
® specific job le the problem of placements This may be accomplished by 
specific asalgnument of available ekdilled men or by asei gment of men 
with votentialities whe can be adjusted to the existing needs by further 
trainings under the bagic team's training programe 

In redietribution, hicher oamends are primarily concerned with 
filling quotas in the schooling and general rotation programse The type 
end area coamanders are more conoorned with maintaining their ships, 
alroraft squadrons, end shere stations in balance, Milling existing 
shortaces in the basio teams, replacing losses whieh the team cannot 
replace by reeshuffling those already assigned, and ineuring the necessary 
on-board training and use of technical echoole for preeent and future 
roquirenents of each teame The basic team iz the focal point of training 
for specific neede and each must pursue en efficient training oregram 
of ite own, in addition to utilizing exiatine seheols ag much ag possiblee 
Weverthelesa, the speed of training cannot alwaye keep up with lossege 
Where thie situation arises, the type or area commender must take steps 
to correct it, or he will have an inoperative ship or ineffective station 
on his handse 

Placement with all of its ramifications is the orimary funotion 
of the type or area comander's personne] officers It is this officer 
who must aseien in the name of the type or area commander, John Jones, 
Interior Communications Fleotrician Second Class, qualified to repair 


gyro compasses, to that epecifice basic team in the type or area comand 
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which ig in the greatest need of his talentse The speciNcity of place= 
ment varies directly with the degree of proficiency of the skill pos-= 
sessed by the man to be assifned or reaesigned. There is a considerable 
aifference between assigning John Jones, previously desoribed, and Bill] 
Smith, sernman apprentice, who has no special skille and no kmown 
potentialitiess Unskilled recruits may be assigned to basic teams in 
groupse No ship can use 100 percent ekilled men at any given time 
efficiently as approximately 40 percent of its billets call for abilities 
whioh can be learned in a relatively short period of time on board. Some 
members of the crew mst scrub the decks, clean the compartments, carry 
the ammrition, and perform many such menial dutiese This would hold true 
in varying degrees for shore etetionse A skilled person would quickly 
beoaze frustrated by being required to devote a large portion of his time 
to menial dutiose However, the persons performing these duties mist 
be in conetant training for hicher skille to meet future needse Most 
experienced officers agree that petty officers should have had general 

sy experience during the beginning of their careeree This is one of 
the more logical arguments presented againat sending persone cireotly to 
advanced echoole after recruit training and aleo azgainet rating persone 
who have had no sea experiences The distribution program should insure 
that all men are given the necessary basic experience important to future 
advancemente 
Placement is not perfect, as there are human and measurement 

limiteationge It has not progressed to the stage where each person can 
be assigned to a definite billet on each teame The commanding officers 


of the basic teams still have diseretion in assigning specific duties 
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to each man, limited only by the requirement that he utilize the skille 
that are provided in an efficient mannere With a limited supply of 
skilled men, suoh persons must be used efficiently. If they are not, the 
whole service suffers along with the dbaaic teame EfNicient utilization 
of skilled men ie one of the factors in rating the efficiency of teem 
conmandorse ‘hen they are hoarding ekilled men needed elsewhere, they 
oan be withdram for use in a situation where their akille are needed and 
will be used. 

It ia firmly believed that the discretion in duty ageignment should 
never be taken from the commanding officerae They are responsible for 
the performance of their teame They alone, azeisted by their officers 
and petty officers, are in a position to observe each man as an interactive 
force on the teame Z¢ will be some time before adequate measurements of 
aptitudea and personalities are developed so that placement can be perfect. 
In other words, so that the shape and dimensions of each dillet is know 
and the skill and personality of each man is know so that they can be 
matehed perfectlye If placement were perfect, 1t would in effeot be 
extremee Under present limitations, it would seem ideal to establigh 
large pools of manpower in various localities with a sufficient supply 
of ell skills, aptitudes, and perazonality traits which could be desired. 
Then the commanding officers could pick those persone who have the 
qualifications required to f4l1 each vacant billet in ench specific teame 
However, this ia impossible due to the limited supply and a widely 
dispersed forcee The most practical substitute is the most efficient 
placement system which can te devised under the existing limitationge 


Waval duties are not restricted to the cocupations set forth in 
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the rating structuree Many general quarters etations, for example, may 
not be cirectly related to a person's normal occupation. The chief 
yooman may make the best telephone talker for the bride, or a seaman 
apprentice may make the best director-trainere These special stations 
may have many factors which are related only indirectly to a special skill 
found among the Navy's formal oecoupationge They are more likely to be 
related to particular human traits found in the personalities of certain 
peoplee The assignment of persons to special billete, euch as general 
quarters, which are performed only a small part of the time is best 
acoomplished by the commanding officer, assisted by his officers and petty 
officers, as they are in a position to obeerve performance daily and under 
all conditions. 

This also holde for the assignment of duties to the unskilled and 
persons with minor skille.e They will work into a position on the tean 
in accordance with the ecaiaas a Spey SemeNeSTRTE « Their personalities 
are also a rajor factor which a i eameeeaa cued cannot be in a position 
to knowe For these reasons, placement cannot be more specific than it is 
at present, at least not until more adequate devices to measure the apti- 
tute and personality factors can be established. Unskilled persons are 
assigned to ships or stations in accordance with their needs for raw 
manpower.e As they acquire skills, as a result of in-service or on-the-job 
training and experience, the qualification codes which will be assigned 
to them will give the type or area commander's personnel officer 
responsible for placement and transfer more adequate information so that 
later assignments can be more specifloe 


Thus, placement is the funotion of fitting mass manpower into the 
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epecifie basic teame which are in the grentest need of each mants 
particular qualifications. The complements end allowances establish 
the requirements of each basic teame These are the skills or mere 
manpower required in normal operation. The skills of the men available 
for assignment are indloated by the ratings, rates, aud job codege These 
the placement officer can matohe The special abilities, personalities 
required for specisl conditions euch se general querterz, and the speci fie 
uee of unskilled manpower ie determined by each commanding officer. 
Placement as it exists todey provides the goneral skilise or avtitudes 
end in the case of higher petty officers the specific skillee In other 
words, placement fills those needs which scan be codified in the rating 
structure and job codes, plua the unskilled manpower in the numbers 
requirede The greater the degree of skill required the more epeci Ms 
placement can becomes Plecement exists to aseist the basic teams in 
meeting these personnel needs by two primary meenee The first is scientiNe 
assignment of the personnel made available from sources outeide the type 
cr area commande The second ie oareful rensaignmoent of personnel within 
the commande Eoth are necegeary end each tends in some derree to remedy 
the deficiencies of the other. Existing baale teams became out of 
balance due to numerous factorse The balance must be maintained by placee 
mente Crews must be provided for the newly formed basic teams. Thie, 
also, is the problem of placement. 

In a later section, the functions of the type commander in the 
field of placement will be Ciscusgede The functione of the area connender 
are very similare It is believed that their problems are less pressing 


in thie subject at present due to the lack of wide dispers'on of forces 
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and lack of their mobility, the lesser cependence on any sub-team, and 
the faot that diatribution programs appear to be set up to favor their 
neolse During peacetiue, only persunnel with sufficient time remaining 
in their current enlistment to complete the required period of duty in 
the area are ageignec to theme Thie advantage is cancelled out in war~ 
time due to the fact all personuel are retained in service throughout 


the ware 


The Pre-comelesioning Centers 

The pre-comnissioning oenters which exist during periods of naval 
expaneion demonstrate the closest approach to the idea of perfect plase- 
monte At these centers balanced teams are formed for each ship about 
to be commigsionede The advantage lies in the fact that each potential 
member of each team ie physically available for the personal assessment 
of hie ekille, special abilities, and personalitye Additional aptitude 
tests end personal interviews are possible, and esch individual oan be 
fitted to a epecific billet and special station with scientific pre-e 
oision before the ehip mst become e working unit of the fleet. 

Thie type of placement activity ext sted during the last ware 
They were located at or near the principal ship building centers. Their 
paurpoee was to organize and train the larger part of the orews for the 
new shipse The placemnt funoti on was carried on by the classi fication 
eotivity within each centers. New men were classified and assimmed to 
the ships! crews in accordance with needs These classi fication 
activities performed three primary functions: (1) to provide balanced 
crews for the new shipe, (2) to insure proper utilization of each man'a 


siille and abilities, and (3) to aesiet the ship's officers to establish 
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efficient personnel administration within thelr commancee Theoretically 
the objective waa to match the man and the job perfectlye In practice 
this objective could not be met perfectly» The best wae done with the 
pereonnel provided by hirher commandae After the objective wae achieved 
as far as physically possible, the remainder of the balancing process 
was used to ineure that each ship received ite share of the well qualified 
and poorly qualified men available. The centers informd the hirher 
distribution agencies as to the needs of the various crewe, that ia the 
formal naval skills required as could be determined by the Navy'e rating 
and job code systeme The principal defects of the actual methods these 
centers operated under were as rollews:. 

le “oe »« » the laok of imowledge of qualifications of key nembers 
of the crews, who were usually sent to the yard where the ship was 
being built rather than to the pre-com ssioning centers e« « o” 

Ze "e « e lack of specific complement and billet data required 
in order to assign men properlye « « e" 

Se “se « « and inadequacy of time permitted for classification and 
aseignment of the crew which precluded the ‘pooling’ of men with 
special abilities and qualifications." 

Theoretically if more time had been available, these centers could have 
made readjustmente in the original assignmente during the training phaece 
after the organization of the crewse This was done in a few casete 


One of the earliest scientific approaches (end an interesting one) 





s Pergonnel Rerearch and Test Development in the Bureau of Naval 
Personnel, ede by Lewey Be Stuit, IDR, USNR (Frincsbeas Princeton 
Univeraity Prees, 1947), Pe 266 
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to the problem of adequate classi Ncation and placement in a new crew 
was the “New Jersey Experiment” conducted in Naroch 1943 at the 
Philadelphia Navy Yard, uncer the direction of Commander (now Captain) 
Pe Ee McDowell, USN, who at that time had been assigned as Pxecutive 
Officer of the UeSeSe New Jereey, which was goon to be eomnl asi ened.” 


The plan, to sum {t up briefly, called for the preparation of 
billet epesifications, followed by the seleotion of the individual 
to fill each billet prior to the date of commissione Roughly, 
2,400 men were ecreenede The mechanice of screening conalisted of 
adminietering the standard bureau battery a test battery , then a 
research etage, the NDRC Pergomnel Inventory and the National Research 
Council] parallel test, a 2Seminute interview of each man, followed by 
a recommendation for his assignmente Additional teste for practical 
aptitudes were given, coneisting principally of the telephone talker 
teet, measuring ability to hear and speak over telephones, together 
with a measure of memory span, a test of night vielon, and the visual 
teet for prospective rangefinder operators and spotters which wae 
given by the Army AntieAircraft Training Command at Richmond through 
one of their mobile units sent to Philadelphia. 


The organization to permit handling personne] at the rate cf 2,400 
in SO days consisted of a screening unit composed of Bureau personnel 
and ship's company, mostly enlisted men with a few officer supervisoree 
Thia group administered the tests one day and filled in the necessary 
forma that night in order that the interviewer micht have all deta 
available the following day at the time of the interviewe As a result 
of tests an’ interview, the individual was reoomsended for an aseigne 
ment and moved on to the Department Personnel Officer, who reviewed 
the test results, considered the intorview and the recommendation, 
and either accepted or rejected the individual mane If accepted, the 
man reported to his Mvision Pereonmel Officer, and at thig point wae 
again oonsidered and accepted or rejected for assignment. If accepted 
by both Department and Pivision Personnel Officer, he was entered on 
the mister roll and watch quarter and station bills. If rejected by 
either the Department or Division Fersonnel Officer, he wae returned 
to the Classification Center, where his case was considered, and « 
second reoomuendation wee madee Jf an individual was rejected three 
times, his case was presented to the Executive Officer. 





. Captain Ps Ee MoDowell, USN, “Practioal Application of Classi 
fication Aflont," Froceedings of the Personnel Officere Conference, 1949 
(Washington: Bureau of Naval Personnel, 1949), ppe b=e 
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By thie procedure, the total of 2,400 men were ultimately placed, 
while 26 were rejested for all assignnents aboard shipe Of theese 26, 
24 had bean inetituti onsl canes at one time or another and were 
turned over to the doctors for separation from the services 11 were 
repsreteds Those rejected by the ship but retained in the Navy were 
returned to the Receiving Station with a flat statemnt that they 
would not be acsepted on boarde 
The "New Jersey Fxperiment"™ reprecents an exception rather than 
the rule in new ship cawdlesioning personnel practicese It ia an axample 
of wheat can be done in a pre-camtaesioning center, 1f prover information 
Sa avallable about the billets and adequate claesification is usede It 
should be mentioned that empleo men and a special atatus were afforded for 
thie experximente The possibilities of this specialized type of placement 
are great, providing the defects of World War II's personnel syatem are 
eliminated. Proper job specifications for each billet on all types of 
ships and other naval activities will soon be an accomplished facte The 
basio problems which remain will be in the olagsi fication of individuals 
and the provision of the tyne of crews requirede Adequate time must be 
allowed, and all potential menbere of the crew must be assembled in one 
centere Clonee co-ordination with distribution activities will be mendatory. 
A closely controlled system, auch as this, would not work for ships already 
in operation, due to their wide geographic diepersion, but some of the 
basic ideas of centralization might have possibilities. With well balanoed 
basic teams on the ships coing in oconmiesion, the problema of the type 
commanders are materially reducede The queation would then be the maine 
tenance of these teams, while losses take their toll. The idea of pre- 
comaiesioning centers presents, at least theoretically, the possibility 
of perfect placemente Placement ise lees perfect for the tyse and area 


ocomoeonders to accomplish due to the physical dispersion of their basio 
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teams and the volume of manpower they must agsign and be reeponsible fare 


The Type Commender 


The type commansersa are responsible to the flect comnander fer the 
adminietration of the ships within their command. For the Commander, Air 
Ferces in the Pacifie and Atlantic Fleets, this inoludes airoraft equadrone. 
In the distribution of personnel, they are reaponsible for the placement 
phase, insofar as it affects their respeative commands. On the staff of 
enoh type sommander is a personnel officer who, in the name of the type 
commander, executes the placement function. The nwunber of assistants this 
personnel officer may have vary with the size of the canmande In effect, 
in the large ataffs, it may be one of these asaistants who executes the 
Placement function or a combination of assistants under the broad plans 
formulated by the personnel officers ‘Yihen the performance of the type 
commander ia referred to in this seotio, the reader muet realize it is 
the persormel officer or aesiestent personnel officers on the staff who are 
actually oxeouting the function, in the type commanders name and under his 
general or, in some cases, specific policies. 

In the placement of personnel the responsibilities of the type 
commander are severale First, he must place thorge persons made available 
to him for assignment by the fleet commander in one of hie basic teama in 
aooordance with need. Second, ne must redistribute those persons within 
the type command so ag to maintain a balance between hie basic teams and 
insure the full utilization of each skill available. Redistribution must 
be exercised with caution as will be explained later. Third, he must keep 
the fleet carmander informed as to those needs which cennct be satisfied 


within the command. Fourth, he must insure that eroh of hie basic teams 
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ie@ pureuing an effective training program including utilization of She 
Navy's echools ae far ae practioablee Fifth, he must provide for intrae 
type movement of peracnnel for morale recsonee Legides the placement 
function, ke is also regponazible for all othor pheses of personnel 
administration within the command. 

Reporie are received fram the fleet personnel officer ({n the name 
of the service force commancer) when personrel are available for sesi ge 
ment by teletype, radic, or lettere The type comanéer then deternines 
the specific ageignument and sende thie by like meens of ccmaunicetion to 
the command where the man is presently attached. fach availability 
report containe the following informetion on each man to be acsimed: 
the namo, service number, reting er rate, primary job code, cecondary jo! 
code (if any), and the date of expiration of the current enlistment (net 
a functor in times of emergency)e Groups of men in the firet three pay 
grades may be reported by numbers only if thelr quali Mentions are identioale 
They then sre agaigned by nuabere to esck of the basic teams requiring 
their services. All men are retained at their previous duty station until 
specific assignment ie received by the coomanding officer of this previcus 
duty station from the type conmander. Transportation then comences to 
the new duty stations Leave may or may not be granted while in traneit, 
depending on the clreawnistanceae In many cases, lenve has been taken prior 
to being made available for assignments Where mon ere being treneferred 
from a shore activity, they ere retained on the job or at seme jod until 
their transportation begins. When they are made available from e receiving 
stetion they remain unproductive at tho station until this transportation 


beginee This latter case ig not desirable, but under many circunstances, 
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cannot be helped. Guch transfers are mow ag “straight line transfers." 
This is illustrated on pare fi Neysbmee” Aa can be seen the advantage 
lies in the fact that in the majority of cases, the man remains productive 
until his transportation is begun; and the fact that he goes directly to 
hie new duty station without the loss of man hours of productivity while 
waiting in assigneent peole along the waye The morale advantage besides 
the insecurity in pools is the fact hig family oan receive immediate 
transportation to the new home port with the man accompanying theme In 
brief, administrative delays have lesa effect on productivity of manpower, 
and morale ig protected. Unfortunately, the "straight line transfer" is 
not always used, and men do accumulate in receiving stations while 
arvaiting orderee 

In many cases, men have to be reaseigned within the type command. 
Because basic teams lose and train men in new skilis at different rates, 
men made available from outside may not be sufficient to maintain a 
proper balance among the various basio teame in the type command. In euch 
cases, men may have to be reagssisned from one team to another. There are 
other reasone for such transfers, such as providing nucleus crews for new 
ships and improving individual morale. It must be emphasized, however, 
that reassignment, if not dome carefully, may do basic teams mcre harm 
than goode It takes a great deal of time and patience to build an effective 
team, and the constant breaking up of teams and the continued movement of 


personnel lessen the effectiveness of all teams, lower morale, and cause 





’ Captain We Oo Burch, Jre, USN, "Enlisted Distribution," 


roceedings of the Personnel Officers Conference, 1949 (Washingtons 
berees of Naval Personnel, 1949), pe Sde 
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frustration om the part of thoge who are trying to build rood teamee Men 
do not like the uncertainty of continual movemente They want to feel 
that they belong to a tean, and that the hard work required bo build the 
team will receive reoognition. The following cases are typical of those 
whieh recuire reassignment within the type comzand. 
le Ken gent te advanced eschoola becavee of their qualifications 
may have to be renssignec to another team upon graduation duo te the 
fast their previcue team cannot use their new qualifications efficientlye 
Thies i#2 necessary to prevent wasting new and hirher elt lle. 
2e Where a man hes served a certain period of time at sea, it 
should be made possible for him to request shore duty or transfer to 
another teame Such movement ia good for morale and broadene experiences 
It {8 alao good for the teams as it permite a glow influx of new blocd 
and new idease Towever the turnover in any one team should be elowe 
Movement within the type command can be controlled by the type commander 
in many oasege 
3e Certain cases oxiet where the type oormender has little control 
over planned and systematic movemente One of there 1a tho unexpected 
lease of key personnel and large numbers of men in the lower pay gradee 
by order of higher commande These pergons are withdraw from the type 
command as oe result of the rotation and school pregraze and fer other 
nevel astivities outaide the type comand. JAttle planning is possible 
for tho replacement of these losres due to the lack of advance notice 
givene Therefore, if the basic teame do not have sufficient trained 
men available to replace their losses, they must be furnished from 


another sourcee The inout from sovroes outside of the type command 
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deoss not alwaye help at the moment as the type of qualifientiong of 
the men available are not co-ordinated with the qualifloations of 
the men withdrawne The only alternative available to the type commander 
is to transfer the required qualified men from another basic tean in 
the type command to replace the logsse 

40 Another situation which may necessitate reassignment oocurs 
during peacetime, when conditions are good in induetrye tHeavy losses 
are continually piaguing the teams due to men leaving the service upon 
completion of thelr enlistments to earn greater pay in civilian Mifee 
At any time the shortage of any rating in the fleet is nearly propor= 
tional to the demand of thet skill in industry. Some teams cannot 
train new slille fast enough to replace their logsseas The only 
alternative, where the situation becones serlous, iz to reassign men 
from other teams whioh have been able to train a few more men than 
were required to replace their own losses. This is not a good pro 
cedure, but where input from cuteide sources iz not eufficient, there 
ia no other solution, except to deactivate basic teama.e This usually 
ie not permitted. 

Ge Hospitalization snd causaities take their toll of the team’s 
members, but except where losses are high, such ag might exist during 
wartime, the basic teams training program can replace such losses in 
most Gasese In the highly skilled pay grades, this is not always 
possible, because of the many years of technical training requi rede 
Hence, tranafer or requisition to higher echelons is requi rede 

Ge Another factor menticned earlier ia advencenent in position as 


well es in ratings A person who i¢ promoted in a basic team which hag 
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no vacancy ia wasted talent. Ye aniso presente a morale probleme In 
all fairzess to the wan and to the service, he should be moved to 
encther team which does have a vacancy in the pogition in which he is 
qualified and which needs hime Such a problem may also be solved by 
moving someone else whe desires a now duty assignment to make room for 
the nowly prosoted man in hig own teame The fact that a perscn wants 
to be challenged by his job and to feel that some tean ie in need of 
him provides the justification for such a movee 

7o Qher miscellaneous cages for reassignment may existe Some 

of these are personal in naturee Fersistent malcontents should not be 
transferred to other teams, to become a burden on theme A person who 
cannot be seivaged to become a co-operative and productive member of 
emma tenm should be separated from the service. 

The type commandexy cannot rely exclusively upon the Activity 
Miastribution Heports in deternining the needs of his basic teamae These 
reports are received from the PAMI’s only once a month, and when they are 
received, they are at least a week behind the actual status of the basic 
tenmae They do serve ae a foundation for eatablishing each team's needa, 
but they mist be supplemented by some system of daily accounting within 
the persemel] office. There ig no standardized method of maintaining 
internal nceoounting systems among the type and area commande of the Nevye 
Eech command adopts whatever systen seems to neet ite needs. The syeters 
in exiatence vary fron excellent to uneatisfactory. Some type and ares 
oommandiers use elaborate display boards, others use paper charts, and some 
merely thumb through the activity distribution reports, whenever a man is 


available for asgzignnente The problem is to maintain whatever type of 
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Snformation is used upetc-theeminutee In other words, the information 
presented mst reflect the on-bourd status, corrected up to the last 
person ordered to a particular bagic team and the latest know: losse 
Anticipated losses must algo be taken into consideration. While personnel 
officer for the Comuander, Cruisors-Destroyers, Pucific Fleet, the author 
developed a system whioh proved its worth in actual operationge This 
aystem is still used in that type comand. Information received recently 
from officers on the staff indicated that the syatem proved to be one of 
the most efficient in the type commands of the Pacific Fleet during the 
rapid expansion of the Korean ‘are The fundenmentals of this system will 


be described in the next section of this chapter. 


An Internal Pergonnel Control System for T Conzand ers 





Any eystem of personnel control within a tyne comand must be based 
on the Navy's Personnel Accounting Plan ae 1t is the standardized basis 
of naval pereonnel ecntro] throughout the service, and the neceesary 
information ie readily available. The instruments available are the 
Aotivity Dietribution Reports, the Composite Strength Reports, dieplay 
boarde, weekly copies of the Personnel Diaries, aseignments made, copies 
of orders to members of the basic teams from hirzher comands, monthly 
anticipated loss reports from basic teans, lettere from the teans' 
commanding officere, and conferences with representatives of the teamse 
The objective of the system devised by the author was the presentation 
in a concise and visual forms of the up-to-the-minute etatus and needs 
of each ehip and staff of CrudesPaoe This information was ueed to aseign 
the persons made available to the Type Commander, to maintain a balance 


of peraonnel on the ehips and staffs of the Type Command, and to withdraw 








men of the desired quali fiestions for verious comm tmentge 

The syetem operated under the most severe conditions for the 
control of over trenty theueard men assigned to more then of chty-five 
shipa and esteffse On penk days, approvimately six hundred mer. were 
assiened to the baste tennme. Tho Iscuence of ordere te nembrre of the 
basic teams to astisfy recuirenents impored by hircher authority end intrae 
type transfore added to thie firsure. The baeic tears renzed in size fran 
a destroyer division commander's allowance of three men to a heavy cruisers 
allowance of over one thouren? mene 

The status and needa of each of thease basic teams were ci cplayed 
on five Produo-trol reat ig & pieture of such ea board te dieplayed on 
page fifty-eisht. Each of the four large boards is 433 inches wide and 
39 inches highe The one gall board uved ig 224 inchee wide and 39 inches 
high. The larce board has 40,000 emall holes imposed in ite rectangular 
surface, the emnll board 20,000 holege On the left side ef each board 
499 rounted Ferdex with 100 card holderse ‘mall ivory finish pege of 
various shaper and colors, some with numerale, were fitted Inte the emall 
holes in each board to indicate ellowsncee, on-board etatue, requirements, 
men in treneit to these basic teams, and speeini qualifications for each 
rating and each ship or ectaffe 

Fach bagio team was eezicned a vertical colurn of five rows of holes, 
known as the column. "ach rating and rate was assigmed two horizontal 
rows of holes, known as the file. The rating froups and rate groupe were 


separated by white strings which originated on the left side of the board 
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: Holds 100 Record Cards, controls 100 items. 


There are two horizontal rows of 200 peg-holes for each 
Record Card. 


Replaceable card strip calibrated in “Time” and/or “Quantity” values 
or other designated factors. 
Inserted in peg-holes to indicate “Time” and/or “Quantity” values or 
other designated factors. Available in various shapes and colors. 


™ rer 


-A Horizontal flow line that indicates progress against any 
planned schedule. 


A colored Vertical Cord that is advanced daily to show current date. 


Used to separate peg-hole section into “Time” and/or “Quantity” 
divisions or other designated factors. 


Shows what the various colors and shapes of pegs represent. 
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and were attached to an internal spring which allowed them to be pulled 
horizontally across the board ané remain taute The pers located in the 
first two vertical rows of holes in each column represented the mmborg 
of persone In each rating actually on Doard sach team. These numbors were 
indicetec by white perce with black numerals impore! thereitne Those figures 
were obtained by correctins tho letest Activity Metribubion Yoports wi th 
those personnel <claries received since the date of ench revert. The result 
was the actual on-board count in each rating and rate as of the date of 
the last personnel diary received. Copies of these personnel Claries were 
required by the type comnander each mek, with certain additional information 
written in by pen end ink. The third vertical rew was used to sisnel 
epecial information on the qualification of men in those ratings where 
necesgary. Various colored signal pegs were used for thie purposee The 
fourth and Mifth vertioal rows of holes in ench colwan were used to indicate 
the number of persons in each rating or rate ordered, in transit, but not 
yet reported aa on board by the personnel diaries. Thus, the total of the 
first-seemd rows anc the fourth-NMh rows subtracted from the allowance 
woulc give the shortace below allowence, as far ag the control situation 
was concerned. Xore detailed information on each man, ordered and in 
transit, could be found im one of the Kardex cardse One card was maintained 
for each ehip and each ataff. When a pereon was ordered to the ship or 
ateff, the date the order wig isaued, his rating or rate, job coles, where 
ordered from, and the reference to the order in the ®Mles were entered 
on the oard of that ship or etaff. These cardae were continually checked 
and when each man reported on board for duty, as indicated by the tean's 


perecnnel diary, the date of reporting was recorded on the card az the 
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last entry concerning that individuale At that time each man's name 
and all other information fran the personel] diary was written into 
the latest Activity Dietribution Report of the particular team to which 
he reported in the proper place, the fourth-fifth row of the team was 
reduced by one in the particuler rating, and the first-second row inoreased 
by onee The numbers in-transit in the fourthe-fifth rows were indicated 
by green pegs with black numerals imposed therein. The in-transit number 
was differently presented for men who had no rating designation and were 
in the first three pay gradese Thie will be described later in thie 
section. Men ordered from basic teams were indicated on the display 
boards merely by reducing the on-board count of the particular rating or 
rate by onee Entry was mace opposite the man’s name in the Activity 
Dietribution Report as to where he had been ordered. If it was an intra= 
type transfer, then the regular procedure would be carried out for the 
team to which he had been ordered as previously describede Legends 
were affixed to each board for interpreting the meaning of the numerous 
colored pegs used for the aid of those not familiar with the system. 

Faoh rating group was allocated seven files. The top five indicated 
pay grades 7, 6, 5, 4 and designated nonerated personnel of that rating 
groupe For example, a firecontrol technician seaman (FTSN) would be 
located in the fifth file from the top in the seven files allocated to 
the fireomtrol technician rating groupe Thie is illustrated in the 
example on page sixty-five. The bvottan two files of the seven are used 
to indicate priorities of neede The uppermost of these two files is used 
to indicate the need for mastere in the rating skill, the lower for 
journeymens In most cases, the master skills in each rating group were 


composed of pergone in pay grades 7 and 6, the journeyman skille of 
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pereong in pay grades 6, 4, and designated nonerated personnel of the 
rating groupe In rating groups which had a low pereentare of allorance 
in the upper pay gradea, the master skills aleo ineluded those of pay 
grade & (second class petty officers).e These groups, master and journey= 
men, were used as a guide for placement, as will be seen later. 

In ordex to determine need, the number of people in each rating or 
rate were not compared directly with the allowance. Feoause of the wide 
variance in percentage of the allowance the type ocnmand had in different 
ratings and the variety of types of ships and staffs in the type command, 
each type with a different allownce, a figure know as the "base firfure" 
wag uged to compare on-board count withe The “base Meure" me determined 
by multiplying the team’s allewance in eny rating by a percentage (the base 
percentage) slightly higher than the type command's percentare of allowance 
currently existing in that ratinge In many cases the “bare figure* was the 
allowance, or greater than the allowance if a surplue existed in a given 
ratinge The advantace lay in the fact the “base figure" could be adjusted 
to meet the particular situations It proved a flexible etandard by which 
@ll ehips end staffe could be compared equally. In ratings which were below 
allowance a destroyer with e small allowance in ratings would be at a dise 
advantage if the priority designator was the allowance minus the omeboard 
count when compared with a cruiser with a greater allowmoee An example 
will be shown. 

Case I 

Allowance uged in a rating with a shortage of 50%. 

Destroyer allowance of mastere in rating XK «- 2 


Cruiser allowance of masters in rating Xe 12 
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Destroyer on-board count - 0 
Cruiser oneboard count » © 
Destroyer priority desimmator «< 2 
Cruiser priority desi mmator = 4 
In Case IT attention would tbe dirested to the oruiser when a master of 
rate X vas available when in reality the destroyer was in dire need and 
the cruiser had more than ite sharee 
Case IT 
The base percentage of 50 percent used with a shortage of 5 
percent, using the seme allowance end on-board count ag in Caze Ie 
(Apply 50% to the allowance in Case I to determine the base figure). 
Destroyer priority designator e- } 
Cruiser priority desi ator - 0 
In thig case the personnel officer's attention is directed to the 
destroyer and not the cruisere 
It ie realized that the use of daily adjusted percentages rather than a 
base figure would be more acourate, but the time involved in continual 
computation would present a difficult probleme The base percentage was 
usually maintained slightly higher then the type percentare of allowance 
in any given reting groupe This would permit an ample number of priority 
designator pegs on the boards to place rapidly any above average mumber 
of men in a given rating if received. For example, if the number of 
master eleotricians mates actually in the type command wes 200 and the 
allowance was 300, the percentace of allowance would be 66. The base 
percentage would probably te set at the beginning of the month et 70 


percent. Thie woulé permit a gain of 10 euch men during the month end 
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as thia would be the maximum possible to expect, there would be a 
sufficient number of priority deeigator pegs to ageien this cain without 
reworking all the ficurease The base was adjusted once each month by the 
personne) officere The limiting faetor on setting the base too hich above 
the actual peroentare of allowance is the advantage of the larrer ships 
increases as the difference Increases. 

These priority designators are indicated by use of red pese with 
black numerals — thereine It ia a rapid means of drawing attention 
to teama with the greatest actual needse When a person was available for 
assignaent, one hed only to run hie eye across the boards in the partioular 
file and attention was quickly directed to that team with the highest 
numbere This meant the greatest needs The priority desipmator only eerved 
aa a guide, however. The rating struoture also was studied along with 
the person's job code. The priority designators quickly singles out those 
teame with the createst need for more careful study before actual place-~ 
ment of men available to agsime 

Future loases algo had to be taken Into account. These were 
represented by yellow pers with black numerals imposed therein and were 
placed alongside the red pricrity designators An example of this will be 
described below. 

When a pergon was aseimed to a ship, for example, the priority 
Gesimnator, red, if there are any, then yellow, would be reduced by one 
and the in-transit rows (fourthefifth) of the column increased by one. 
The simplicity of thie method permitted any oxperienced person in the 
personnel office to make efficient assignments. 


rnlisted personne! in pay grades one through three who were not 
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desisneted in one of the rating groups were lumped together in the general 
rate groupse For example, all seamen, seaman apprentice, and seaman 
recruite were lumped together in the seamen groupe The same was done for 
Miremene In each basic team's column, esoh of these groupe hed three 
filece The top file indicated the oneboard oount. Tho third fle 
indicated the number of in=transitee The second was used for any especial 
{nformation desired. The priority deel matore which controlled input 
into eech tasio tea: in these first three pay grades wae the total one 
board count plus in-transits found in the Jaet fle of each team on the 
last board. Thies number wae kept up-toedate as people were ordered in 
and cut. A base wags not used as it was eney to memorize the over-all 
allowances of each type of team and Mgure percentages in ones heade 
These again were used ag a guidee Firemen, for exemple, were not given 
to teams which had a low over=all count but which had ample firemene The 
relationship of each group to its allowance was considered in each cace 
before placement was madee 

A portion of a display board ie ilinstrated on page sixty-fivee 
The exemple presented in the title colwm, the allowence colum, and the 
status colwan of the UedeSs Able (a hypothetical destroyor). The exanple 
4llustrates the files for the boatswaints mate rating group (BY), the 
quartermaster rating group (ON), the seaman rate group, and the over-all 
totele. ‘This information is continued horizontally fer all ships end 
staffe in the type comand with an allowance column preceeding each 
different type of ship and etaff. The rating and rate groups are 
continued vertically for all ratings and rates in the type commande 
Staffs are uatally presented eeperately az there aro few rating and rate 


groups involvede The destroyer allowance in boatewsin's mates is one 
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chief, one Mrst class, two second class, anf three third classe Ae the 
master group includes chief and first class, the mster eaellewance ie twoe 
Yor thie exarple, the type command percentage of allowance is 140 percent, 
therefore, the base pereentare will be set at 160 percent. Thies permits 
three master boatswainte mates for each destroyers The UeSeSe Able haa 
one ohief boatewain's mate on board and ome first olaes goon to report, 
being in-transit to the UeSeSs Able at thig moments This leaves a 
shortace of one from the base figure (base figure 3, omehoard or ine 
transit 2). Therefore, a red number 1 peg ie placed 4{n the master Miles 
The present ohisf beatewain's mate ie due to retire within four monthese 
This is an anticipated loss which will reduce the WateSe Able by one more 
master toatewain'e mate in the near futuree To keep in mind euch a potentiel 
loss which will either reduce the group below the base Neure within the 
four month period or further reduce the present shortace, a yellow number 
1 peg is placed next to the red per in the master priority deri matores 
files The number of the yellow peg plus the number of the red peg 
indicates the total number in each group which the ship will be below the 
bese Micure at the end of the four month period if no additional input 
$e mdee The perio? of four monthe wae arbitrarily selected to permit 
early relief for ships operating from the hane port for short periodre 
For ehips going to the forwurd area, this time period was extended for 
the curation of the crulsee For these letter ships, all red and yellow 
pege should te removed before the date of departure from the continental 
UeSeh»e for the forward area so that replacements wil) not have to be 
transported to the ferzard arene Thus, these shipe are top priority for 


peraone with lonrer periois of obi rated ecorvics remaininge 
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To continue with the example, the allowance of the UeSeSe Able 
in journeymen boatswain's matea is fivee With a base percentage set 
at 90 percent, the base fMirure is five (taken to the next higher even 
number if a decimal results from applying the base percentare to the 
Gllowance)« A red number 2 peg is placed in the journeyman Miles The 
seme reasoning holds true for the quartermastergze In the example, the 
raster base fimre is two, end the journeyman base figure is threee It 
can be seen that one of the present journeyman quartermasters is scheduled 
to leave within four monthes 

The seaman rate group in the example has an allowance of seventy 
twoe The TeSeSe Able base Mifty=ei¢ht on-board with five inetranelte 
The over-all total file will control the input of seamen anc frenene The 
white number 6 peg in the allowence column of the total file means that 
gufficient overeall totals of manpower are available to rive each 
deatroyer up to the total allowance minus fivee The UseSeSe Able has a 
shortage of fourteen eat the moment and can receive nine more men of any 
rating or ratee The number in the allowance column of the totel file is 
adjusted as the overeall manpower situation dictatese The problem as to 
which rating will fill the master or journeyman shortage is solved by 
studying the actual ship's reting structure and job codes (if applicable) 
vefore nesignmente In the case of the WeSeSe Able, it would be advisable 
to remove the red numbsr 1 peg in the master boatewain'ts mates Mile by 
ordering in a chief beatevain's mate. The only chief now on board is 
echeduled to leave shortlye In the key ratinze euch as this chief boate 
ewain's mate it would be advisable to place a colored signal pes next to 


the white number 1 peg in the on-board row in the chief file to signal 
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thie neede 

It required three petty officerg, under the supervision of the 
personnel officer, to maintein thie systems One chief personnelmen nade 
the assignments, except epesial ratinge which were called to the attention 
of the personnel officer, when personnel were available. Thies enlisted 
man decided on the assignment, reduced the priority designators snd 
increased the in=transit vart of the column on each assignment, and 
entered the detailed informetion on the in-transit Kardex carde The 
second man, a personnelran firet clase, controlled the boards, by oorrecting 
the boards for men reporting end leaving each teame Losees required that 
the pricrity designators be increased. This petty officer reviewed cach 
teem's display periodically, when time permitted, to rectify any errors 
whioh might have orept ine The third petty officer maintained the latest 
nonthly Activity Distribution Reports, by correcting them according to 
the latest personnel diaries received with write«in mtriece When the 
new reports were received once a month, all personnel of the office worked 
on transposing any write-in information not in the new reports to these 
new reportse The old reports were then Mlede By this procedure the 
pergonnel officer wae afforded a complete, concise picture of the 
personnel situetion in the type command at all times. Special plane, 
priorities, and the base were determined by the personnel officer and 
4ineorporated in the vieuel dieplay for routine execution by asesistantas 
In addition to aiding the personnel officer in the efficient assignment 
end reassignment of personnel, the system was entirely above-boam! and 
the type canmand'e statua was availeble at all times to the shipe’ 


representatives eo that they could see their condition in relation to all 
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others and also could see future plans for their oommandae 
The large boards wore used in pairae The firet two covered ons 
half of the ratings, the other two the second half of the ratingse Two 
boards twice the normal lenrth would have served the purpose bettere 
The aiall board was used to display those ratings which were restricted 
to the larger ships, such ag the special repair ratincee The staffs were 
also displeyed on the smaller boarde Other Fardexes wore used to maintain 
cial informatione One was used to maintain Information on special 
Getaile of highly skilled personnel, arranged by skille, another di splayed 
similiar information, but was arranged by teams. ith such information, 
if a partioular skill were required for sane special need, any pera 
with mach qualifications in the type command could be quickly located. 
The system proved very effiaient, but limitations were realiced e 
Re system can be more effiaiont than the existing placement aids permite 
Tn wartime, it would have to be expanded greatly to account for the preater 
emphasis on specializations Creater use of Job codes waa being experimented 
with and was incorzsorated in many cagese To be highly efficient in ware 
time, assignments should be made by Job codes, and the boards wold have 
to list the job codes rather than the ratings. Under the conditione 
(many shortages and need for broad training) which existed at the time of 
ita Geveloment, the system 414 meet the need of internal controle The 
Aotivity biatribution Report and the Personnel Diaries formed tho basia 
of the systems The Conposite Strength Report waa used to survey the 
entire type cannand and deterzine percentages of allowance for the 
deteraination of base percentages and conparison with the over-all fleet 


percentarces. 








CHAPTER V 
THE CRITERIA FOR A DISTRIBUTION SYSTEM 


The Need for Criteria 

In order to judre the present syrtem of versonnel distribution 
as to ite adequacy in meeting the Fevy's neeés and to determ*ne whether 
or not sane modi Mcation would orevide greater effactivensss, the 
oriteria for a dietribution syretem muct be established. These criteria 
must be within the realm of poeszibility to be of value. While pere 
feotion may be striven for, it mist be reoornized that the Havy ie not 
e free arente The impact of the federnl budget, international comite 
ments, and the national policies cause operating and administrative 
aonditiens beyond the eontrol of the Navyse The rumbers of men and the 
training facilities are limited in time of peace by the budret and in 
time of war by the requiremente of cther gervices and indugtrye The 
wages cf naval personne] are established by lowe A part of the suscess 
in ettractine the tyce of person the Navy needa in time of peace depends 
upon the wares paid acapared with thoee of civilian industry. ‘Sesuring 
new pay lerisintion is a time consuming processe The accordion-like 
prepardnegs prozram this country has pursued since the close of Yorld 
War TT has placed a difficult burden uvon the system for distribution 
of personnel. The ouroose of this chapter is te estebdlish oriteria for 
a Gietribution system which eill produce the best possible results under 
the conditions and limitations which can be anti al pated. 

Seme transfer of persennel between naval ectivities 16 inevitable 
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Sene conditions camnot be helped, ut leargt by the Navy, and the distribue 
tion system must provide a scheme for the adfuectment of naval manpower 
to these chenging situations with the minimun of adverse effect unpan the 
baeie teame and the individualse. Cther transfers are a result of normal 
Navy bueiness or for the benefit of the persons involved: theze must be 
accomplished sag efficiently as possible in order to reduce the loss of 
man-hours of performance to the minimum consiatent with doing the job and 
maintaining morales Any other transferee are due to nocr distributions 
these must be eliminated. Commander De As Stuart, UST, Head, Mmilisted 
Detailing Section, PuPers, divided the conditions which cause a flow of 
pereonmnel into two factors, the "policy factore" and the “onerating 


nd 


factors « the “nolicy factors” are those beyond the centre! of the Navy, 


necessary for conducting the Navy's tuainess, and necessary to vrovide 
for the welfare of the Favy's perecnnol. These nre speci Med by Cecmender 
Stuart ae Pollows:" 


le Frequent ani radical changes in the strenzth of the Navye 

Ze Changes in the structure of the Naval establi shnent. 

Se NodtMication and changes in misgsi onge 

4e Special projects. 

&e Kew constructions 

6e Reactivation of reserve fleet shipss 

7e Obiigated service requirements of pereomnoel of ships satling 
for overseas dutys 

8. chort tours of duty for personnel at overseas bagese 

Qe Seashore rotation of personnele 

10-6 Transfers for humanitarian and personal hardship casege 


The “operating feetors” are those which can be improved by the <i stribution 


system ant BuPers solicy determinntione Cammender Stuart lists these ag 





1 Commander De Ase Stuart, USN, "Permanency of Personnel," 


Proceedings of the Pergonnel Officers Conference, 1949 (ashington: 
Bureau s Tevet Personnel, 1040), pps TO=?1e 
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follows” 

le ‘Short enlistments. 

2e Low enlistment rates 

Se Shortage of rated personnels 

4, Poor distribution and detailing [placement] « 
The firet three “operating factors" were not within the control of BuPeres 
or the lower echelons during the years preceeding 1946 in the opinion of 
the writere They were the result of attempts to rectify the conditions 
imposed by the preparedness progrem of the country, the aftermath of the 
war, and high enployment in civilian industry.e The fourth faotor is fully 
concurred withe A study conducted in BuPers analyzed the flow of personnel 
fram May 31, 1945, through June l, 19496" It was determined that the 
average person was transferred to a new duty station once every two yearse 
Thies means that one-half of the Navy's manpower was in transit at some 
time during the course of each years. This flew involved only the permanent 
transferss The temporary flow to schools, hospitale, etee, would add 
materially to the numbers involved. Thig flow of personnel cannot be 
avoided, due to the rigore of military duty and fluctuating requirements, 
but 1¢ can be reduced. In addition to this, it san be more equally 
balanced between the basic teans and the Navy's pergonnel . 

Bach criterion of distribution must be multidimensional in 
character, due to the many interrelated factore whioh are involved. The 


principal factors must be considered as a foumdation for the determination 
of the criteriae The factors can be grouped under three catesoriese 
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(1) the requirements of the basic teams, (2) the requirements of the 
individuals involved, and (3) adminietrative requirements. It must be 
remembered that the factors which make up these three fundamental 
requirements are interrelated and may at times work at crose=-purposres. 
They are also complicated by fluotuating commitmente and a fluctuating 
manpower supplye The distribution syetem met vrovide for a lorioal 


balance as far as possible for the most effective results. 


The Requirements of the Basio Teame 
The first consideration as to what a distribution eystem met 


provide should be given to the fundamental requirements of the basic 
teamee It is through these teams and their co-ordinated effort that the 
Navy is enabled to accomplish ite missions. It is, therefore, of parae 
mount importance that they function effeotivelye It ie the individusls, 
who are members of the teame, with their skills and abilities that rive 
the basic teame their strencthe Everything elaee, such as equipment, 
supplies, ete., are auxiliarye The distribution system must provide the 
neceseary manpowere Thig manpower must be effective, and it must be 
provided in the most effecient mannere A ship manned by a crew of 
quartermasters would not be effective. A distribution system which keeps 
a large part of the Navy's manpower in a non-productive status ie not 
effeciente Thige inoludes unnecessary transfers, long periods of time 
Sn-transit between duty etations, accoumlatione of manpower in receiving 
stations awaiting orders or traneportation, and people in jobs below the 
level of their skill. 


The firet need of a basic team ig a qualified man for each dillet 
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whether it be a chief olectriclan'e mate to supervise the maintenance 
of the ship's electric plant or a seaman apprentice for a general billet 
in the deok forcee Fvery billet requires a standaré Navy product, a 
man trained in the Navy's methoce and equipments The more important 
the billet, the more experienced and trained a product will be required. 
The more technical the billet, the more specialized the ski11 which will 
be requirede At present it is the complement or esllowance established 
by BuPers which is used to determine the needse In the future, it is 
anticipated that billet specifications will became of Increasing impore 
tancee The idea of pre-comm ssioning centers has a situation advantage 
in creating new crews because of the added placerent aide available 
at such an activity. These are interview, personal observation, and 
additional testing for special abilitios. With these aids, more 
accurate placement can be attempted. The future may bring more detailed 
classi ficetions, whieh would serve as aide to the normal distribution 
activities for greater accuracye On the basis of determined needs, 
the distribution system selects the required personnele The nucleus 
will come from teama already in operation, by transfer of thoze persone 
with the deeired olassification from those teams which oan most afford 
the loese The method used may be (1) the use of waiting liets of volunteers 
for new oonetruction, (2) selection by name from certain operating teame, 
or (8) merely by requiring certain teame to provide so many men trained 
and qualified in specified classifications. Whatever method used the 
pereons should come from those ships which can afford the losse furthere 
more, the rate of withdrawal from any one basic team must be slow; 


otherwise, the team's effectiveness will be materially reduced» This 
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requires plenning, co-ordination, and accurate records on the part of 
the distribution hierarchy. A portion of the team will come from trained 
men who are avalleble for aszsifmment, such ag advanced school rraduates, 
mon avallable on gea=shore rotation, or through reassignmente after 
leave, etce The balance will be filled by recruits from the training 
centerse 

The next predlem for a new baeic tean le Interzratione This ig 
accamplished by organization und teem trainings After the shake-dom 
period, which is uaually conducted by the fleet's training command or 
an aviation training activity, the basic team is ready to became an active 
unit of the fleet. 

The seoond need of the basic team is permanenoy of personnel. If 
the team is contimally being broken apart, no amount of training will 
ever bring it up to Nevy stancarce of performancee Attrition of the 
team's membership mist be accepted, but adequate controle met be 
provided in order to insure that losses are graduale A slow influx of 
new personnel is beneficiale The primary peacetime cause of attrition is 
the loes to the service due to the failure of many men to reenlist.e fram 
the close of Yorld Yar TI to the approach of the present emergency, such 
losses wore heavye The loses occurred mainly in the lower pay grades end 
in occupational fields where there was a civilian demande The teams 
with high morale and desirable geographio locations lest fewer men then 
the lese fortunate teamae The result was a continual unbalance of teams. 
Where the training program could not keep up with losses, outeide help 
had to be provided by cannibalizing the remaining teacee This had an adverse 


effect on the more guccegssful teams as they had to provide men with the 
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neceseary exills and abilitiea.e The distribution syetem must place what 
persons it has available for ascignments as carefully ag possible. Re= 
moveals from operating basic teans muet have the minimum adverse effeote 
In times of emsrgency, enlistments are automatically extended se there 
ie no problem in thie regarde Other factore become of greater sipnifieg 
cance during times of emergency cue to expansions Crews must be provided 
for many new teamse Normal rotation of duty will offset vermanency of 

personnel, but this is necessarye It 4s undezirable for men to serve 
their entire careers on cone ship or even st sea fran the standpoint of 
training end morale. This distribution system must provide for change 
either to other bagic teams et son or to shore duty if the pereon co 
desires after a reasonable period of service on any one teame Feplacement, 
if required, should be available through the process of rotating otherse 
Rotation poses less of a problem than losses due to separations frou the 
sorvicee A ekill rotated ie replaceable from other sources in the 
rotation cyclee A skill lost to the service le replaceable only by a new 
reoruit; obviously, in that case, the scales are unbalanced. The training 
program must bring the ecales back inte balance by a chain reactione The 
akill leaving the service mat be replaced by one om the next lower level 
of the training hierarchy, and so on until the new recruit fllls the 
botten position vacated due to everyone moving up ome spaces Losscs to 
schools are temporary, with a greater future gaine If the school quota is 
non-returnable, the basic team may lose the service of particular ine 
dividuals permanently, but there is an overeall Navy gaine The distrilmtion 
eyatem must ineure that a gain is realized by proper placement of the new 


eki11 where it can be most efficiently utilized. 
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The importants factere in permanency of pergermel are as follewe: 

2e Withdrawal should oesur from teams whieh can best afford the 

lORBRe 

Ze Withdrawal fren any one team should be gradual and well planneds 

Se Withdrawals should result in an over-all cain to the eorvices, 

whether it be in effectiveness of teams or increased morale. 

4. Feplacement of withdrawals, if required, ehould be from normal 

rotation if possible. 

The thire requirement ie that every teem should receive ite share 
of these persons available for assigmmente "qual performance cennot be 
expested if the teams do not receive equal treatment. The cauecs of 
umequal treatment are pressure at some level of the dietribution hierarchy, 
the lack of advanced plaming on forseeable recuirements, and failure to 
provide for possible unexpected eventualities. 

The foarth requirement is that relief be prosent in many cases 
where key enlisted vergoannel are withdrew fron the teem. An exanple 
of this would be the osse of a ship with one master electrioian on boarde 
Tf he {6 withcérawn for ansther commitment, it ie mandatory that a relief 
with similar qualifications be on board before he departs. Tf not, a 
dangerous situation can existe If an executive offiser is not qualified 
to commend, the oomnanding officer certainly would not be wi thdrawm 
without his relief teing on boarde A similar situation exiete in the 
ones of kay enlisted personnel. The Ccistribution system murct provide for 
thise This requirement hac further implicationse Peliv’s of speci fic 
qualifications and numerical reliefs mist be available for placement in 


the team expeditiously, to maintain the team at maximum effroetivene sas 
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Thie can be acoomplighed in peacetime only by careful planning and 
removal at propitious times, such as when ships or airoraft are in port 
or at bases in the continental UeSeAe Otherwise transportetion 
facilities must be usede This results in delays and lest manehours of 
performance, but at times it is necussarye In times of national emergency, 
if gufficient reserve manpower is available, there je an advantage in 
establishing poole of this reserve manpower at strategic ceorraphical 
locations to replace unexpected losses inoident to ware The distribution 
system muet maintain these pools at levels consistent with the possible 
requirements of the basic teams operating in the respective areage 

The fifth requirement is the withdrawal of the right peraons fran 
the basic teeme when withdrawals are necessary» All too many canmanding 
officers have the idea that if someone must be traneferred, it should 
be the leaet valuable menber of the teame This is human nature, but it 
regulte in a permanent corpe of persons who are continually on the movee 
Wherever they go, they are the first to be eligible for transfer. Their 
morale and their training are the prices This is the result of the 
Jequance of orders on a “so many of a certain qualification” bagsise The 
odd part of the situation is that theese people sametimes receive faster 
promotione then the more permanent, better qualified personse The 
author hag personally known of cases where very poorly qualified men have 
actually been promoted in order to have the necessary qualifications on 
paper to meet a withdrawal quotas The result ie that the man did not 
meet the qualifications for the need for which he ws transferred, the 
Navy as a whole lost, and there wae a loss in morale in the permanent 


team who stayed behind. The distribution system must conpensate for this 
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tondency » 

The eixth requirement is the need for advance notice of plans 
insofar as they affect the members of the basic teams. If it is known 
thet a certain member of a basio team is going to be withdrawn in the 
near future, immediate steps can be taken to compensate for the loss, 
and a replacement may be made available without loes of time. By the 
time the person sotually leaves, the basic team will te able to operate 
without hie services in a better manner than if less notice had been 
receivede This ie a matter of planning and co-ordination on all levels 
of the distribution hierarchy. 

The seventh requirement is one which affests all teams alike. 
This ie the holding to a minimum of the numbers transferred and the 
period of time persons are in transit resulting in lest manehours of 
performance. Pemnanency of personnel will reduce tho flow by reducing 
the frequency of movement. Straight line trensfers will reduce the tine 
any ome person ia in transit to a new duty station. In other worde each 
person to be transferred should remain productive in his present billet 
until hie new duty station 18 specifically determined.e He should then 
be transferred directly to his new duty stetion without delays in poole 
awaiting aselgnrmente The traneportation time also should be sonsidered 
in making the new assigmente All other things being equal, it would 
not be practical to trensfer sa persen fran Yew York to meet a need in 
Pearl Harbor when a person of proper qualification is available in San 
Francigcoe Better yet, it may be possible to find the right person in 
Pearl Harbor. This eugzeste the advantage of the placement activity 


having wide reographic coverage. Transportation time can be reduced, 








especially where basic teame are widely dispersed. There is alao an 
acvantaze in heaving widely dispersed pools at times when reserve mane 
power are available. The straircht line transfer and the roduced travel 
time do not reduce the frequency of movement, but the period of non» 
productiveness and cost to the government are materially reduced» 

The temporary nom=preductiveness of those persone in gsohoole or 
underroing reoruit training ies a temporary gacrifice for freater future 
benefite. The limitations on the numbers of persone in echools are 
immoeed by school facilities and the operating requirements of the basio 
teemse The distribution cystem must provide for expeditious movement of 
trainees in order that thie period of non-productivenees is reduced to 
2 rinimume 

Another factor in the nonepraductiveness of persomel results 
from placing the man in the wrong teame If the team does not have a 
vacancy where the man's skills anc abilities can be used, he will be 
assigned to whatever dutios the teams may need or to unnecessary taekse 
In the case of a skilled man, the cuties assigned may be completely 
foreign to him or below his level of skill. The former resulte in lost 
performance and possible frustrations The latter results in lost 
potential and lost morale. Jn an organization the size of the Yavy, 
thers are vacant billete which can efficiently utilize all available 
skills; at leanet a very high positive transfer of training is possible. 
In other words, the new job will require qualifications besically 
eimiler to the man's qualifications. The greater the number of basic 
teans under a given placement officer the groater the possibility of 


finding the correct billet for each mane Thus for efficient placement 
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wide coverage ie necessarye If the placement coverage is erall, the 
higher level distribution activities met be more specific in their 
distribution, se that all skills may be efficiently utilizede The more 
speoific the distribution, the oloser the placement it becomes and the 
greater the resson for eliminating a subordinate placement activity and 
permitting the dietributioan activity next above in the hierarchy to 
perform actual placement. 

These ere the fundamental requirements of the basic teams. They 
can be summarized ae follows: 

le The richt person for enash billete 

Ze Permineney of vergonnele 

Se A fair share of available pergzonnel for each teame 

4e Expeditious provision of reliefes 

5e Reduction of the corpse of permanent transients. 

Ge Advance notice of transfers whore possible. 


7e Reduction in the quantity of noneproductive peracnnele 


Requirements of the Individuals 
All too often the human element ie overlooked in a big organisations 


when looking for an easy solution to a personnel problem, it is all too 
@asy to say that “the needs of the service must come firste" High morale 
ie mecessary for offectivenese in any basio teene The development of 
morale is a recuirement for every naval activitye Human beings can take 
& great deal without loss of morale when they can gee a reagome A person 
who ie bounced from pillar to post by a distribution system ie Mkely to 
be unhappy to say the least, and with good rensone If persone muct be 


transferred, it should be done expeditiously, after a maximum of advance 
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notice. The feoalinga and desires of the individual should be considered 
in establishing the criteria for the distribution systems 

The first requirement is that each man be pleced in a billet where 
he can use his skills end abilities. Ffficient placement will mean 
success on the job to hime If the cuties ef hie billet are too difficult 
for him, he usually failee If he cannot use his skills and abilities, 
he feols that he ie waeting his timee If he is placed in a billet inferior 
to his level of advancerent, hie pride suffera and hia morale declinesge 

The seoond requirement is the payohologicnl rejuvenation of ene 
virormenteal changee After a certain period of eervice in any one basia 
team, the majority of persons in Navy life desire a changee Interests 
begin to shift to finding ways and means of obtaining a change of duty, 
and productivity begins to declines. At thig point, conditions permitting, 
the person should be movede He should be moved to the new duty he desires 
ae nearly as this oan te donee The return of interests to the job will 
Snerease productivitye Fach man should receive his share of riforous and 
easy dutye This recuiree that the distribution system maintain a sea= 
shore rotation program fair to all and provide administrative means to 
permit transfers between basic teams at sea after a reasonable period of 
service in any one team or in special ciroumstances. The only involuntary 
part of a normal rotation program ie the return to sea after a tour of 
shore dutye Seme people prefer to remain ashore indefinitely. Sone 
prefer to remain at seae These people should be permitted to do so, 
as there is always a shortage of shore billets for those who deserve 
thome 

The third requirement is the provision of fair selection methods 
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for new activitics and teame. Meny commanding officers are reluctant to 
pemit their best men to volunteer for new duty, such ag new construction, 
and when calleé upon to provide a man of specified qualifications, they 
designate one of the leaet valuable members of the crew. If the duty 
for which selection has been mace is undesirable, nobody's morale is 
affected except the unfortunate one who is chosen, and there are many 
ofthem If the duty ig highly desirable or hae greater pogsibilities, 
those who ere not selected, who know they are better qualified, are, 
resentful. The over-all result of transfers for both types of duty is 
lost moralee foth teame suffer since the person treneferred does not 
meet the need for which the transfer wae ordered in the first place. 
"Name transfers" in the case of petty officers and at least “length of 
service” requirements in the case of the lower pay grades should be 
usede These would provide equal cpportunity to all and standardize the 
methods used. Thie is definitely a preblem on the placement level. 
Proper withdrawal is as important as proper placement. ‘Soth have an 
important effect on the team involved. At certain times withdrawal of 
key people will imooee a problem, but if adequate notice of intentions 
is given, the cosmanding officer can submit reasons as to why it is not 
a propitious time for withdrawal of a certain man. If the disadvantages 
outwelch the advantages of the transfer, the order can be modified. 
Modi Moation of ordere ghould be an infrequent procedure, however.e Some 
commanding officers alwaye give the most deserving person the chance, 
but the numbers of these commanding officers are all too fewe The person 
who hag been on board the loncest and who has the required qualifications 


ghould be the one traneferred in the majority of casese This is a safe 
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thumd rule for the placement officere 

The fourth requirement is advanoe notices Every men likes to make 
preparations for a tranefers Tho unmarried man requires less time than 
the man with a family. Advance notice is especially important xhere 
fenilies must be moveds Fnilisted men are like anymme elec, they do not 
like to de pulled out on a manenttsg notice and set dow far amye Ifa 
man camot srrance for the moving of his femily, he becomes bitter and 
je not as productive et his new duty station ae he could here been if 
consideration had been given to his personel problema. Anyone who hag 
been in the armed forces who has been given one cay to be on hie way and 
whe must tell his wife that she will have to attend to the moving herself, 
can attest to thisce Jf the man was not bitter before, he soon will be 
after the femily arrives at the new duty station. Thinge are accented 
during a time of netionsl emergency which are not valatadle during peacee 
Ta war, families ugually remein stationary, anc the cquisk movement of men 
ig accented ag vart of the urgency of the timese In most cases, advance 
notice is poesible, with proper planning anc co-ordination, and it should 
he ugede 

The fifth requirement is the desire for permenencye Persone like 
change but not too frequently. Neither the morale nor the productivity 
of the permanent corsa ef trensients will ever be high. When a versen 
joins the teaz, he wante to feel that he te a part of ite ITP he knows 
that he ie juet paseing throuch, hia interest level will remain low, 
and hia productivity willte lowe 

The sixth requirement ie a minimuna time in trancits, When the 


time ames for transfer, the perecn wents to know exactly where he is 
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going and arrangements should be made for him to proceed to the new 
team as expeditiously as poreesible. Lenger periods of travel will be 
aoceptedc by the person, if he tg soing to a locality of his choices 
Leave while in tranegit ie important for married men, ne it nernits time 
to move the family anc to find living accanodations in the new locality 
before reporting for cutye Unmarried persona should be cranted their 
leave before transfer unlees a gaving in time lost in production oan be 
realised by pernitting leave while in transite Tf loave is vermitted 
Guring tCroneit, it ehould be for a standard period ef timee This will 
allew the receiving comand to estimate the time of arrival for duty. 

The seventh requirerent ie that a pranction in rating should be 
aceempanied by a pramotion in position. Ifa vacaner dose not oxict, 
one shoulc be created for the person, or he should be tranaferred to a 
teem which does have a need for his services end can give him the position 
called for by his new rating, which le important for morale. Many hold 
the belief that when a persem is promoted to chief petty officer, he 
¢hould be transferred to a new basic teame Thies permite him to divoree 
himeel? froa hie previous position as "one of the boys” and have a food 
etart in his new responsibilities. Another care exiete where a voreon 
has been denoted for disciplinary or adainistrative reagons. Tranefer 
facilitates a freeh start. 

The eighth requirecent 1s provision for means of reeti fying 
hardships “here a difficult situation can be reetifMied only by the 
gerviceman's presence, the verson should bo traneferred to the naval 
eotivity closest hia home until hig emergency 1a solved. If the 


condition carmot be reoctiMNed in a reasonable ancunt of time, then he 
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shoulc be granted an administrative dischargee Transfer or discharge 
should be regorted to only if emergency leave will not suffice. 
Humanitarian reasons for transfer cdo exist and should be provided fore 
Consideration in time of trouble means higher morale in the futuree 

In addition to these basio reqiirements of a Cietribution eystem, 
the coneral improverent in efficiency which ie promoted by good personnel 
admini stration on the part cf the basic teems and higher echelons means 
mach to good morale. (Good morale means a higher reenlistment rate end 
greater productivity in the servicese A high reenlistment rate meane 
greater permanency of personnele The distribution eysten must include 
all eenditione necessary for good morale where pogsible. The hxnan 
requirements ean be suumeriszed ee follows: 

1. Placement in a billet which the peraon is guited fore 

Ze Yormal rotation of dutye 

3e Fairnees in eelection for transfer. 

4. Advance notice of transfore 

Se Perranenecy of personnel. 

Ge Reduced time in transit, direct tremefers, an’ prevision for 

feniliese 

Te Pronotion in position ag well aes in rating. 


S. Provigion for hwranitarien transferee 


Administrative Requirenents 
The solution of the distribution problem lies in the admin! strae 


tive moans used to mect the fundamental requirements previously dlecusced 
in a dynamio Navy world of changing strength end etructure. The funda- 


mental reqiirements of the basic teems and their individual membors remain 
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fairly constant, and they suet be satiefiede The dynamio Havy world of 
personnel expangion, technolozical advance, and numerical decline 
canplicates the meeting of the fundamental requirements, but it is a 
result of ohanging national policies and progress and must be aoceptede 
The purpose of distribution is to meet the Navy's manpower requirementee 
These requiranents must be forecast and a plan of action establishede 
To place the plan into effect an orgmization 48 required, which must 
make a co-ordinated effort for suocesse Command or authority must sive 
direotive force to the action, and control will be required to insure 
resultee Those are the elements of administration acovording to Kenri 
Fayole "He defines administration as ‘to plen, organize, canmand, coe 
ordinate, and controle!" 

Planning is necessary to determine a sourse of action. In the 
dietribution of personnel, two basic phasee of planning existe ‘iret, 
the present and future personnel needs of the currently active basic 
teoma must be knowne Thie is determined by accurate personnel aocounting, 
knowledge of prospeotive advancement in skills and personne) losses, and 
future operations of seoh basio teame Second, information must be 
available on the future expension of basic teana, their number, type, 
composition, location, and intended employments This elso applies to 
chanves in struoture or dissolution of existing basic teanse On the 
basis of these forecasts, the numbers and quali Sieations of the indie 


viduale recuired must be determinede A plan of aotion must provide the 





6 ng quoted fran the works of Henri Fayol by Le Urwick, "The 
Functions of Administration,” Paper on the Science of Administration, 
ede by Luther Gulick end Le Urwick, (New York: Tnetitute of Public 
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procurement, development, and distribution methods to te used to produce 
results, at least as closely aa limitations impeseé upon the Navy will 
permit. This plan of aetion must be conetructed, however, within the 
frenewor:: of the fundenental requiremnts of the bagio teams and the 
individualse Distribution plenning is not original planning as it is 
based upon and facilitates the execution of plans developed by the top 
Ravy camend by providing the necessary manpower to carry out these top 
level planse if a fielé organisation is to exiat in the dietribution 
procesa, then each subordinate distribution activity will have to develop 
local plane in order to determine its course of ection within the overe 
all plan for dietributione This means coordinated planning on all levelse 
To be able to plen, each egubordinate activity in the Meld must be kept 
informed as to what is expeated of it, the problems which it will have 
to solve loeally, and overall future plenge 

The orgeniration which is to execute the distribution pian must 
be co-ordinated in order to aocanplish the cannon onde Le Urwick speake 
of such co-ordination ae “Where orgenization ia concerned with quan~ 
tities end numbers and the setting up of a structure to facilitate 
their wmified working, co-ordination le ocncerned with seouring that 
working froa day to day and hour to hour; it involves oonstent attention 
to the machine in action to secure that harmony and balance are 
presorved in operation as well as in desig and evructvares"” If ail 
phases of distribution were conducted by Burers, and no field organi zation 
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existed, only co-ordination between EuPers and the top line authority 
would be necessary in the distribution process. Due to feographic 
epreac, megnitude of the problem, need of local contact, and other 
acninistrative advantages of decentralisation, a field organization ig 
considered necesserye Le Urwiek outlined seme of the advantages of 
dopartmentalization on the basis of geographio areas in govermente 

"Decentralisation of geographic divisions strengthens these 
tendencies [co=ordination with local requirements], and serves, 
moreover, to reduce travel costa, short olroult adjustment 
problems, cut red taps, and speed up all jcint aotivities and 
administrative decisions. It increases not only the awreners of 
the officials to local neede and to the interrelation of service 
and planning problema, but develops a new sensitivity to the 
process of democratic control through intimate association of 
the officials with the people servede’! 

Ae the foverment serves the people, the distribution orgenisetion 
eserves the basic tcams.e At the beginning of Vorld Far II, HuPers 
found it neoeseary to decentralize enlisted digtribution to the fleet 
levels. As the war progreseed, placement wee further decentralized to 
the type and area command levels. ith the Zavy's manpower growing by 
leaps anc bounds to a strength of about three million men and wonen, 
eontralized cistributiaon and placement broke dom, ond « field 
organization wag the only alternativee An important criterion to be 
noted here is that the peacetime organization should have the game basio 
etracture as the wartime organization in order that the transition may 
be emooth ant efficionte Another reason for diepersian of distri bution 
activities ie the vulnerability of me center to enemy cemagee The 


orpanization should be s0 coeordinated that any one activity could take 
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over the functions of any other in case of destructione This also make 6 
stancard methods a necegsitye 

The next organization question is whether the fielé organi cation 
should be part of a common auxiliary agency or a staff component of the 
line hierarchye Thig problem is a debatable issues large Anerican 
industries have found it deairable to have personnel agencies which are 
below the central personnel office subordinate to the partioular division 
or branch menager they eerves "Usually such [personnel] agencies are 
directly respeusible to the line executives whom they eerve, and 
functionally responsible to the central staff offices” The question 
as to which method is better ie as yet unsolved in the 0. Se Civil 
peeviews The blg advantage of having a common auxiliary agency for 
personnel dietritution in the Navy is co-ordination and more positive 
control by BuPers over distributions During the last war problems aroge 
due to the fact that burere cid not have the necessary control over 
@istribution to enable cerrying out of ite eubiubent This wes rectified 
somewhat by bringing the field organization into closer coecrdinaticn 
with BuPers, but the primary responsibility te the line hierarchy romained.s 
The advantages in having the distribution agencies as staff to the line 


on the various levels is to insure reeponsiveness to thelr needs and to 
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provent the auxiliary ageney from thinking only of 4ts own problems. If 
one had capable officers with considerable fleet experience in the 
euxiliary agency and close lialsen with the line authorities, this primary 
cbjection would be less weighty; e common auxiliary digtribution agency 
centerec in RuPers could be founded, and yet norm) personnel administra 
tion need not be removed fro: the linee This is a question which rill 
require future studye Whichever orgenisation structure ie used, the 
important requicites are a co-ordinated effort throughout the service, 
standard policies and procedures, and a maximum responsiveness to needa 
ef the lines. A related problem is presented by the fact that the 
operat'ng hierarchy is geographically organized as is the administrative 
hierarchy, with the exception of the type commendse There are crcani sed 
primarily on a clientile besis, destroyers, oruisere, air forces, eta. 

A question arlses whether cr not the essignment of placement responsibility 
on a level so orgenized produces the greatest efficiency in dietributione 
Thig suct be considered further after the results of the present mothod 
weed in the Navy are properly analyzed in a leter chapter. 

Another phase of the organization problem 4s the ec wunicat! ons 
and paper work involved in achieving eo-ordination of the dietributi on 
activitiese Naturally the fewer activities involved in cistribution the 
emaller will be the paper prebleme Tho magnitude of the commnications 
and mail preblen in the Navy is tremendouse Anything which will reduce 
paper work will help the entire Navy'sa adminiatratione Paper work meane 
delays and red tapoe The greater the number of administrative offices 
whioh must clear action before it oan take place, the creater will be 


the time interval before needs aro mete The requirement in this reepect 
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is the reduotion of oormmunications and paper work, or the fewer the 
distribution activities the better. 

In order to accomplish its mission, the distribution authority 
or comeand must have prestigee. In military circles thig means ranke 
After the distribution of personnel was cecentralized early in World 
War II, BuPers found it increasingly diffieult to oontrol the executim 
of ite policiese This problem wee rectified in the Paci Nic by transferring 
the distribution of personnel from a lower hierarchical Pacific command 
to the Commander, Western Sea Frontier and elevating this office to Deputy 
Canmander~in-Chief, United States Fleet and Deputy Chief of Eaval 
OQperationse Vith the greater prestige, this officer took control and 
insured the accomplishment of personnel distribution in accordance with 
BuPers policies te Effestiveness in distribution demands authoritye 
Coomand must exist to insure controle 

Control, in a gence, ie the consequence of commande Any plan of 
action requires oonstant checking to insure resultse For thie discussion 
the function of control is extended to the day by day operations of 
managing personnel distribution, the filling of the needs in accordance 
with the plen and insuring resultee The fundemental requirement of 
eotrol is efficient pereonnel accounting and methodology. Resulte are 
built on the external and internal systems usede The neede must be 
known, the priorities of action deternined, orders issued, and a follow= 
up procedure established to insure compliancee The control systems must 
be concise, fast, respensive, and cdemonstrativee In order to have coe 


ordination throughout the orranigation, the sontrol eyatems must be 
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standardized in order to be interchangesblee {This would permit one 
activity to take over the function of another in case of emergenoy or 
destructi one 

Thus it oan be seen that the solution to the distribution of 
enlisted personnel lies in the administrative means used. The fundemental 
requirements and the changing situations must be met. The funcanental 
administrative requirementa can be gummarized ag follows: 

le Cowordinated planning throughout the entire distribution system. 

Ze Cowordinated action in the distribution organizatione Standard 

policies and procedures for the field organization to operate bye 

Se A Qommon organizational struoture in peace and ware 

4e Reaponsiveness to the needs of the line organizations 

S&» A minimum of communications and paper worke 

Ge Comeand or the necessary authority to pursue a plan of action 

and insure results. 


7e An effective and standard external end internal means of control. 


The Criteria 

The most efficient distribution system is ome whioh will meet the 
maximum number of the fundamental requirements the majority of the times 
Yo system can be perfect, with the limitations which exist, however, an 
attempt must te made to approach perfeotion as closely ag possiblee In 
order to accomplish this, planning ie essential. The ability to plan 
4a baeed upon how much information is available on what is going to happete 
In order to effect a plan of eotion all activities soncerned with dis 


tribution must make a co-ordinated effort, and controle are necessary to 
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ineure that this effort brings the desired resultse 

First, planning must be possible on all levele of the distri- 
bution hierarehye The central persemnel agency (fuPere) must determine 
an overeali distribution plan based on the top Navy line command's 
struotural, operating, and strength plense In co-ordination with the 
over-all plan and with each other, the subordinate distribution agencies 
mast adopt local plane which will eerve the basic teang within their 
respective juriedictions. Without seme plen for future distribution, 
action becomes a day to day solution, and many vicletions of fundamental 
requirements will occure Fach echelon must know the plans of the next 
higher level which oomcerm it se that the means can be doterained to 
garry out thelr responsibilities in an efficient manners The farther 
that plana can be projeated into the future, the better the plan can be 
adjusted to the fundamental requireaentese The fewer field eshelons 
there are the easier plans can be coeordinatede Thie is due to the fact 
there are lese people involved in the processe This will be discussed 
again later in thie section under organizations A co-ordinated plan of 
action projected woll inte the future will permit the following: 

le Accurate distribution and placement with a maximum of 
permanency In other words, to place each man oorreotly the firet tine, 
future neede must be inome If unexpected needs are continually oropping 
up, @ constant shuffling of personne] will resulte This means leas 
permanency of personnele If the happenings of the future are known, people 
ean be so placed that fixture needa will be provided for. An example of 
this would be a case where a given man is made available. The type commander 
would aseieo him to a team with a mom neede Then a week letor the 








95 

fleet commander gives the type commander a personnel quota te provide 
for a new ship being reactivated with one of the recuiremente being the 
qualifications of the man just aceimmed. Thies man or another man would 
have to be transferred again to the new ehips Suppose the need of thie 
new ship had been known in advancee Then the new man could have been 
ascigned to the new ghip in the first place. Inatead of two tranefere 
there would heve been only ome» Thies one would have been made anyways 
Multiply this me case by the many which could cecur daily and the need 
for advance plens besomes obviouee ven if the need doer not exist at 
the moment, swecurate distribution end placement means proper balence in 
the future, ag future necds are anticipated in the ascipmment of persons 
eurrently available. The sccuracy of initial plecement, the permanency 
of perecnnel, anc the gmocth anticipation of future needs depend cn coe 
ordinated planninre 

26 Orderly withdrewalee Long range plens by the hirher echolons 
should permit advence nctice te the lower echelons, and ultimately to 
the basic teams end to the individualese Without this advance notice all 
down the line, epur of the moment orders must be issued with the reeulting 
mietakes and damage to tasic teans and moralee With edvence notice many 
future cannitments can be handled by careful use of availebdle personnel; 
end if withdrawale fren the basic teams ara recuired, the tasic teams can 
be alerted well in advance. This permite meeting the fundearental require= 
mente of the baeic teams and the individuals es previcuely disceugsed. 

3e Propitious replacement. hen withdrewals have been planned 
well in advance, reliefs, if required, can be on their way to arrive prior 


to the departure of the withdraw person. This not only applies to 
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planned withdrawals of the type commander but also to anticipated losees 
due to orders from higher commands for individuals by name and expiration 
of enlictmentse Poole strategically located or wide georraphic coverage 
by the placement officer would permit adequate and timely relief for 
unexpected lossege 

4e Compengation for uravailable inpute It ig « great advantage 
for a cistribution or placement astivity to know about what it can exsect 
in the way of pereemnel for distribution to its subordinate commands or 
for assignment to ita teame and the qualifications of each of theese men 
to be received. Many officers will eay this je impogeible, but the writer 
firmly believes that it 18 poesible.e Granted that it cannot be done withe 
oat long range planving and some of the people will not ve available ae 
planned due to elekmers or some other unexpected cause, but even a ray 
of light is better than complete darkness when trying to find ones wey 
in the distribution masee National preparedness will have to become 
atnbilized before extreme long range planning oan be attemsted, but it 
ig a gonl to etrive forse Even knowing a month in advance whet supply 
of personne] can be expected would certainly ease the planning problen 
for each officer involved in distribution and placement. By knowing 
what to expect, training plans can be drawn up to compensate for the 
deficienciss, and the flow cf perrormel] oan ba directed to the onrreet 
place at the oorreot time. Thie involvee timing and examples will be 
given in the next chapter ee to ite eignifiecance. 

Seoond, the carrying out of co-ordinated plans requires a 
cowordinated organizations The work suat be divided, but each ceparate 


distribution activity must strive for a common foal. The organization 
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san only achieve maximum effectiveness if the following conditione are 
eatiafied: 

le Geographic unitye In order to meet the neede with a raximum 
of selectivity, a maximum coverage of manpower supply, a minimum of travel 
time and red tape, one distribution activity should co-ordinate all 
gabordinate distribution activities on the basie of a given ceographical 
area of naval operationge One placement activity should serve all 
basic teams in a given geographical area of operationee This prevente 
over=lapping of funetione and unnecessary transportatione It permite one 
pool in a given area, one transportation liaison, unity of command, and 
allows standard treatment for all. It also facilitates liaiaon with the 
operating commander who is in a position to know his operating needas 
Tf he and hie teams can deal with one distribution activity rather than 
ten, the problem is simplified. 

2e A minimum number of distribution activities. The greater the 
number of steps which miet be taken from the original availability aesi me 
ment to placement, the greater the delay and the greater the lees of 
productivitye For example, if there are five eteps or echelons to place=- 
ment and the delay at each step is two days, the lost manedays per man is 
ten dayse If the steps could be reduoed to two and etill be done 
effectively, the saving would be six manedays per mane If a million men 
are moved in a year, thie means an added productive force of about 16,440 
mem per year, enough to man sixteen cruigerse It may be said that if a 
man ie ectually on a job, he is productive until the day he leaves no 
matter how long the administrative action to place him in hie new job 


tekese The majority of men will let down materially once they know they 
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ere to be transferreds Those who are waiting ordere in echcols, receiving 
stations, and training centers are not productivee The reduction of 
travel time can only be acoemplished by judicious assignment. To select 
a person from the closest point of the need, requires knowledge and the 
power to order those available all over the geographic areae Fewer 
distribution activities mean lees coumunications and les¢e paper work. 
Fewer "fingers in the soup" meane greater copordination and co-operation. 

Se High authority. in order toe relieve the distribution system 
from pressures from many sources, high prestige and authority ere 
necessarye The more junior the officer in charge of any distributi en 
activity, the greater will be the pressures which will claim epecial 
privilezes and thus affect his efficiency and fairneses This requirement 
may be satisfied by fewer activities. The last stage, or the placement 
level, must be eufficiently high in the Navy's hierarchy to have a senior 
ranking personnel officer who can resist unwarrented pressureae High 
authority end its neceseary counterpart, fewer dietribution activities 
will permit greater functional co-erdinatione Keference ig made to the 
example of elevating distribution prestice to Commender, Yostern Sea 
Frontier curing World War II to achieve juct this objective - | 

4e Maximum resconsivenese to line needse iaxinum responsivences 
places a limitation upon centralizatione It is an edvantage in many 
respects to have the fleld distribution activities near the line. With 
the distribution activities subordinate to the line at each hierarchical 


level, maximum responsivencss is attained, however, certain losses in 





is See pace 926 
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funetional co-ordination develop due to line jealousies of their pre-e 
rogetives and the complete eubordination of the field personnel officer 
to the will of his line ccezander who may overlook technical needs in 
face of immediate operating desirabilitiesse If the subordination must 
occur, etepsa should be taken to seoure maximum co-ordination om the 
technical level and among all distribution activities under the functional 
supervision of the central distribution aquatys Auxiliary agencies whieh 
beoons too specialized and too far removed from reality tend to concern 
themselves with their profeesion and forget their reagon for exietences 
The distribution function oxiste to serve the line, but their ability 
to function with co-ordinated efNoliency mist be eategquiriets 

5e Qvereall intereste The Navy must fimotion as a common team. 
The goals of diatribution must be the over-all good and not group interests. 
Clientele organizations have their purpose, but it is open to question 
if they have a proper piace in the field of personnel distributions In 
euch an intraservice progrem as the flow of personnel, controls by 
Glientele organisations only tend to reduce co-ordination, create 
prescures, xeduce standardization, and oreate jealousies.e This does not 
moan, however, thet airmen should not be assigned to aviation activities; 
this is a matter of fill utilisation of pskillse It does suggest that 
the organization for controlling the flow of personnel should be based 
upon area service rather than cilentele service. That the whole tean in 
a given geographic area is more of a basis for personnel placement than 
breaking it down by types of ehips. 

Third, co-ordination of both plans and sction requires an effective 


means of controle The basie of control is a personnel accounting systene 
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The preaent aystem is composed of the standardized overeall Navy system 
and the internal systems of cach activity. The accounting system alse 
should provide a foundation for planninge The personnel accounting 
system mist provide the following information: 
le The current statue of each activity or basic teame 
2e Tre detailed composition of each basic team with pertinent 
information on each individual, to permit planning. 
Se Means of following-up orders to insure canapliance with theme 
4e Ready means of displaying priorities of need in order that 
€istrivution and placement can be concles, fast, and accurate. 
5e Means rst exist to reflect evory chance in otatua as it 
oscurs or at least as fast as the basic teang oan reports 
An adequate control system will produce the following resulte: 
le Correct azsiguments. The priority system, based on plans 
for the future, will insure that each person available for asei mmrent 
48 assigned to the correct basic team. This team will have sreatest 
need for the individual's services, and manpower will be most efficiently 
utilized. Shuffling of personnel will not be neceseary if the priority 
system ig based on fixture needs, and eeoh Individual will remain where 
originally aasisned, thus producing greater permanency of personnele 
20 ull use of distribution and placement aide. If the control 
system indicates the oorrect oclaszifoation for each need, the correct 
person will be placed in each vacant billet. An adequate contre) systen 
will indicate the specification for eaoh man required. This will 
permit proper assignments of thece available, and it will establish a 


basis for training programs to assist in rectifying future needs. 
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Se Correct withdrawals. With detailed information available on 
the composition of the basic teams and the claesifications of each of 
the members, distribution arenoles can withdrew thoeee required for other 
comnitmente with accuracy. The right person can be withdraw from the 
team whieh can beet afford the logse A fair withdrawal can be made if 
the control system reflects the length of time eaoh man has been on board 
the basio teams. 

4 Straight line transfers. An efficient control system will 
reflect immediately the specific team which requires the services of 
any speci fie pergeon by providing date on the qualifications of all availe~ 
able men and the complement cr allowencee Ordors then cen be diepateched 
dupmediately ageimming each man to a specific teams. Pools, excent to 
replace unexpocted losses, such ag would exist during a war, are une 
NECesEATY o 

The following ohapter will analyze the present dietribution system 
using the oriteria sugrested in the present chapter to show ite advantages 


and di sadvantacess 








CHAPTER VI 
ANALYSIS OF THE PRESENT DISTRIBUTION SYSTEM 


Pith the criteria established, 1 18 possihle to reach sane 
judgment on the adequacy of the present distribution system. The 
purpose of this chapter is to analyse the advantages and disadvantages 
of the present aystem and to attempt to sugrest modi Mceations whieh 
will incorporete all of its good pointe and reduce ite fatlinee toa 
minimum, if not remove them entirely. Yach of the major subdiv! sions 
of the criteria will be congidered in turn: plaming, orvan' gation, 


and control e 


Planning 
The advantage in plaming which the present decentralized position 


of placement occupies ie the close proximity of the type and area 
commanders to operations, (at least to local operations) and to the basic 
teamse The type commanders know less about the operations and personnel 
problems of their basic teams in the forward areae, but the personnel 
problen is reduced as these teams are filled as close to allowance as 
possible with men whoee enlistments do not expire until the teem is 
scheduled to return to the UeSeAe When possible, a slight excess of key 
personnel is provided to account for unexpected losscs, such ag hospitale- 
Sgatione For example, when the writer was personnel officer for 
CanCrulesPac, one extra chief or first olase petty officer in each of 
the oritical ratincse was assicned to each divieion of destroyers because 


4n each of these ratings oly one master ekill (ohief or first clase 
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petty officer) could be provided for each shipe If one became eick the 
division commander could order the etra man to the ship which suffered 
the loss on temporary additional duty until the regular person returned. 
This situation has improved since the Korean emergency, and now most 
chipe have more than one master rating in each of the rating groups which 
are vemitted more than one by the ellowancee As the type commander 
ig located in the home port of hie force, hig pergonnel officer can 
have frequent conferences with the officers of the basic teame in the 
looal area and detormine their specifica needs very carefullye This 
aasista materially in formulation of placement plenae Local problens 
can be known very quickly and at least a temporary rectification of 
the problem can be achieved until a more permanent solution can be 
attained. This advantage of respensivenesse to the needs of the basic 
teams is considerably lesc in time of war, as the basio teama are not 
concentrated in one port, and the type commander's personnel officer 
oan only know of neede by correspondence and through his internal 
acoounting systeme 

The flow of information between BuPers and the fleet commanders 
is relatively good, due te the small numbers concerneds Telephone, 
teletype, and personal correspondence pemit a relatively high degree 
of co-ordinated planning between these two levels. These ocanmands deal 
in large numbers of personnel, and details do not directly affect theme 
Tt ie the placement level which must face the immediate problem of 
personnel movement. 

Sinoe the cloee of Norld var II, personnel distribution planning 


hae been exoeodingly difficulte There are three primary causes for this 
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difficultyse The first cauce is the lack of a stable government policy 
4n national preparedness. Rapid expansion hae been followed by rapid 
decline with little advance warning to the military services as to where 
the axe would fall or where the shot in the arm would take placee This 
cause is aggravated by the failure of the top line cemaand to keep the 
distribution central activity, Burera, informed of anticipated changese 
The problem of lack of information fron the top line oanmand to permit 
long range planning exieted during World Wer IJ, and {it did not ease 
until about the epring of 1945 when expansion dimini shed « 


A oomplaint which was often expressed in the Bureau (BuPers| 
during the course of the war wae that the Bureau was not songulted 
goon enough or adequately enough at the planning atarge, and that 
Miniehed plane were often presented to the Bureau for execution 
without eufficient regard for persannel and manpower conditionse A 
typioal expressimm of this point of view ws contained in a 
nemorandum addressed to the Assistant Chief of the Bureau on 
12 Auguet 1943 by the Director of Enlisted Personnel. He said, 

"Yt 4@ imperative that Pergomnel be considered when straterical 

plans are being made, rather than when they are being executed, as 

is largely the case nowe To date in the war the bottloneck hag 

been material and everyone hag gone cn the assumption that as soon 

as the material is ready, we will have trained personnel ready to 
operate ite This has worked out fairly satisfactorily due to the 

rate at which the material implements of war have been produced, but 
4% le apparent that the over-all manpower egituation will not permit 
ua to proceed on this assunaptione It has reached the point where 
additional commitments of great magnitude can be undertaken only 

with a proportional reduction elsewheree To date no plenning agencies 
have, ae far as I have been able to observe, acted on this basic, 

and it is for thie reason that earlier and authoritative representation 
in planning should be hed." 


Thige problem of not kmewing of changes until they were ordered oxecuted 


arose again after the war during the period of rapid demobilization. 





1 Bureau of Naval Peraonnel, United states Navel Administration In 
World war II, First Draft Narrative Prepared Under the Genera 
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subsequent build-up, econany decline, and then the rapid expansion 
caused by the Korean emergencye This is not the fault of the distribue 
tion system; such deficiencies must be reotified at the policy levele 

The second cause of poor planning is the failure of the central 
digtribution agenoy to provide planning information known to BuPers to 
the lower distribution levels early encughe Same advance warning should 
ve civen before the order of execution is igsued. Changes of great 
import are usually distributed to the lower distribution levels teo late 
to permit adequate planmninge An example of this was an Alllav (a message 
to all Navy activities) which wae pranulgeted during the second decline 
after World War II in 1949. At the time it was prosmlrated, the writer 
was personnel officer for CanCruDesPace Only a few daya were permitted 
in whioh it was necessary to formulate plans to compensate for the 
discharge of eight percent of the type command's personnel, almost 
1,600 men, hundreds of whom were on ships in the forward arease It would 
require fron two to four weeks of travel alone to provide the necessary 
relief to these ahipse The problem was met, but the new problens 
oreated required months to rectifye The basic requirenonts were viclated 
right and left, but there was no alternatives ven in this case the 
fleet ocmuanders had little advance warnings Where poseible, the 
dietribution aotivities ghoulc be provided with edvance notice before 
the order of execution ie promulgated. This would permit at least some 
degree of planning. This difficulty could be rectified within the 
present system, at least in the majority of casese 

The third cause of poor plaming is inherent in the present 


eystem itself. There are too many distribution aotivities to permit easy 








106 
cowordination of plamminge The vast number of activities causes many 
delayse Information sent to the fleet commanders from PuPera mst be 
set into plans, and the requirements of each placement activity deter= 
mined before detailed information oan be sent one buPera mist deal with 
over twenty~four eeparate cistribation activities on the next lower 
levels In the Pacific, there are over thirteen separate placement 
activities. In the Atlantic, there are even mores The difficulties 
presented in keeping these numerous end geographically scattered gube 
ordinate ecotivities supplied with detailed infermation in sufficient tine 
to permit the formilation of long range local plans are obviouse The 
communications and mail problem alone would make co-ordinated planning 
nearly impossiblee 

Thies sprawling, diepersed diatribution system with its foraal 
and time coneuming meens of communication prevents many things fron 
being accomplisheds In meny cases it is physically impossible for the 
neceseary detalles to filter through to the placement level wi th 
eufficient time remaining for any approach to serious planning. Planning 
on the placement level is a matter of hand to mouth existence. It seems 
appropriate to illustrate from actual eventae 

le The vbasio teams receive direct orders from both BuPers and 
the flect commanders conoerning withdrewale to shore duty. FuPere 
controle rotation to continental UseSeAs shore duty. The fleet camanders 
control rotations to forward area shore duty and fleet shore based 
activities in Hawaii «and the West and Fast Conet UeSeA. These programe 
are not co-ordinated except that persone are not permitted to be on 


waiting lists for bothe The burden of providing replacements for 
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withdrawals from the flect falls upon the type commanders. If replace« 
ments are required, the type camandere mist provide them from available 
unassiged personnel or from other basio teanse The only notice received 
by the type commander is a copy of the orders to the basic teame With 
administrative delays, this copy usually is received by the type 
comzander'g persormel officer a matter of cays after the basic teen 
receives the originale The ordere are not cleared throuzh the distribue 
tion chain because of the delays whioh would be inourrede An example of 
the consequences ia che case of a certain destroyer. Turing the week 
preceeding a major fleet exercise, the destroyer received shore duty 
ordere for all of their petty officer firecontrolmen exeept one third 
claase Part of these orders were from BuPere and part from the fleat 
gommanders The first wore the tyye commender's personnel officer had of 
this was s frantic telephone call from the ship's executive officers As 
no planning could pogsibly account for this, and with the particular 
rating v0 critionl, no relief wag availablee Only by a flurry of radio 
messages was it possible to cet the execution of the ordera delayed 
until the completion of the fleet exercige. Thia could have been 
avoided if there had been cc~ordinated planning on the part of fuPere 
ené the fleet oommander or if the orders had been sent via the dise 
tribution chain with some leeway as to the date of exeoution which in 
iteelf ia coeordinated plenmninge The large number of distributi on 
activities and the delays which would be encountered under present 
conditions preclude thige The basic requirements viclated wore the 
factors of slow withdrawals from any one team, withdrawale at propitious 


times, and provision of timely relief. The result also included sane 
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loss of morale for the men who had orders delayed for a transfer for 
which they had waited some timee If they had not know about the orders 
until their returm from the flest exeraise, their morale would not have 
been affected. Tf a central clearing houso had exiated to ac-ordinate 
the withdrawals, by timely withdrawal, knowledge of operations, and 
sufficient coverage to permit early relief, the results would have been 
bettere As it was, relief ws obtained from other basic teams not in the 
type command, however, much delay was enoountered bacause of oorrespon= 
dence delaye in the chain of commande Had this all been accomplished in 
one central placement office, these problems would not have existed. 

2e When ordera are issued to provide personnel for new or 
expanding basio teams, they are received om a soemany-of-a-certain= 
qualification bagiee Sy the time each level develops its plans and the 
placement officer receives his detailed requirements, little time ie 
available for adequate plenninge Often the basic team which can beet 
afford the logs is at sea and could not have the required people at the 
place required on time, so another basic team must provide thene Later 
personnel shuffling may be neceseary to balance the movee Aa a result 
of thie lack of time, little advance notice is afforded the basic team 
affected. Under there conditions it ia not always possible to select 
the most deserving mane If the delays could be removed and greater 
coverage provided for the placement officers, this problem would be 
materially reducede A similar caee oxiets in filling mandatory school 
quotage Because of the delays, it ie not alwaye possible for the 
placement officer to select the most suitable candidate. In most onses 


he chooses a pergon he oan have on hie way in time or he makes a report 


® 
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that none are available which can reach the echool in timee This 
affeote planning on the highor levels. Plans are reshuffled and perhape 
eohool quotas go unfilled. 

Se It ie not feasible for the higher distribution cammands to 
notify their subordinate activities of future receipts because of the 
number of subordinate activities involved. As a result, the Mrst notice 
whioh the type dietribution officer recelves ie that cortain people are 
at a certain place and are available for agsignmmente Ne must then make 
en immediate assignment on the basic of imow neodee These needa are the 
oneg known at the moment including anticipated logses due to normal 
expiration of enlistments Some placement officere require their basic 
teams to submit monthly revorte lieting those pereons whose enlistments 
will shortly expire and who intend to reenlist on board. The personnel 
gooounting system provides the balance of the information. The point to 
be exnphagized is that the placement officers cannot plan their assipne= 
ments at propitious times, if they have no advance notice as to who will 
be received and little information as to who will be loste J? advance 
plans could be made, assignmente could be right the first time, and the 
new man oould arrive on board at the right timee As it now stands, a 
eortain person may be assipned to one ship beoause of current need then 
perhans two days later an unplanned loss cocure which creatce an even 
greater need for a man with the same qualifications om another chips 
Thia man or enother man hes to be reassi med to meet the new need. If 
the loss could have been anticipated, the new man could have been aegsi med 
correctly in the first place, and there would have been no shufflings 
Even knowledge of futuro availadilities might prevent some shuffling 
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because, perhaps, cdaye later a person of the necessary qualifications 
would have been available, and the newly created need could have been 
met by waiting several days and assigning a man with later availability 
to cover the needs Agssi¢ning personnel to basio teame which will not 
be in port when the men arrives or shortly thereafter resulte in a 
waste of manpowere However, as placement officers do not know what pere 
gomnel they will receive in the future, they cannot take the chance of 
assigning men currently available to basic teams with low need merely 
because they will be in port when the man arrives and counting on 
supplying more important needa with later assignments. As a result, 
there always are many men waiting for their ships or airoraft unite to 
return to a basee In some cases waiting 1s necessary, but it can be 
reduced to a minimum by adequate plamninge If the distribution chain 
were short and planning well co-ordinated, gaina and losses sould be 
plamed for and controlled, man-hours would be saved and permanency of 
personnel inoreased.e Spot reliefs for key peracnnel could became a 
common preotioe rather than the exceptions 

fo summarize the evaluation of the planning phase of the present 
ayeten, ite advantages of responsiveness are lergely offset by the 
inability of placement officers to know what the higher dietri but! on 
authorities have planned for theme. Except during stable periods, of 
which there have been few, planning om the pleoment level is a short 
range propositione Secause of the large number of distribution 
activities involved, co-ordinated planning does not exist to any 


effective degrees 
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Organi ration 

The present organisational structure charged with the responsibe 
Llity of coutrolling the flew of pereannel to and from the fleets is 
@ecentralized. The central distribution aotivity, fuPers, establishes 
general policy on the utilisation and distribution of persomel and 
controls the flow of manpower botween the major subordinate connands. 
Oniy in the oase of geaeshore rotation and especial comnitments does it 
iaesue oxtere for men by names In theee eases, ordere must be issued by 
@ central agensye The oontrolling factor for rotation to shore duty is 
the length of time a particular pergon has served emsecutively at sene 
The omtrolling factor on orders for special canmitmenta is the 
specialized nature of a particular person's qualifications. In other 
cases men are withdraw fron the fleets m a ao~many~of+assortain 
qualification bagig.s Burers orders personne] to the fleets in nunbers 
depending upon needs and strives to keep them in balancoe Names are 
given in ordering people to the fleets except in the case of large 
groupe in the lower pay gradee, vbut this ia cone for administrative 
reagonge The important factor ig their quali Mloations and their locatiane 
After men are ordered to a particular fleet conmand (mede available, to 
be exact), it 1s assumed that they will be distributed fairly within the 
command by the fleet commanier. This responsibility is delegated to the 
fleet commanders. 

The fleet commanders perform a similar function within their 
respective fleetse They control the flow of personnel between the type 
end area ocommandse They have their sea-shore rotation programa and 


special commitments of a specialized nature. They also fomulate more 
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detailed policica for distribution within the fleets. Personnel made 
available to tne fleet commander by suPrers are in turn made available 
to the type and eres commanders with a similar agseuaption as to fair 
dietribution and placemnte Quotas for withdrawals are prorated 
amongst the type and area comsanders depending upmm who can best afford 
the losse The grose mmbers in each rating aro used, neither individual 
teane ner their apecifio locations at the time are oconsiderede 

To the area and type conmenders ig delegated the responsibility 
of placing new personzel in the beelo teame and withdrawing personnel 
fron the teams for new oomitmentse Until about 1945, sane type 
commanders were not performing full placement fumotionse They were 
allotting the new men to the division or unit commanders for further 
assignment to specific basic teamee The unit canmenders were supposed 
to keep their teems in balance anc fill withdrawal quotas az specified 
by the type oowmandere The type cannender maintained gross recorda on 
the strength of each unit by ratingee Thia method wag highly undesirable, 
and was changed shortly after the writer became personnel officer of 
CrubesPao in that type camande Briefly the cieadvantages were ag 
follows: 

le Placement was inefficient, as the wilt conmenders did not 
have adequately treined pergonne] for placement. Polittes and cehuffling 
was a common occurrence « 

Ze The unit commander was too far fran the source of supply and 
because of geographic dispersion coeordination with the type cannander 
was diffieult. Advance notice of new persommel allotments was impossible 
beoause of the number involved end mail dolayse 
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Se When units were gplit, thet is, operating in different areae, 
aiditional transportation was excessive « 

4e Straight line transfers were impoasible because the magnitude 
of traffic would eloz canmunications and the mails wore too slowe The 
unit commander cid not know what he was going to receive until a new 
man reported om beard the flag shipe 

Se Withdrawals had to be by numbers, which amplified the nunbere 
in the permanent corps of transients. Shuffling between the unit's ships 
to adjust for losses and delays were the rules Withdrawals by the type 
commender could not be by name ag the type canmander never mew the unit 
eommanders' detailed plane ont vice versae 
In brief, thie syste was very inefMcient and costly, and the placement 
waz poorse Vihen the placement function was centralized in the type 
commander's personnel office, the delays on this level were removed and 
corordinated action on the type coannnd level was no probleae Straight 
line transfers were used exclusively, except where it was desirable to 
bring the man aboard the flagship to determine qualifications more 
closelys This was the exception, however. Placenent wae mch more 
efficient because highly trained staffs devoted all their time to 
etudyirg the problema of the various operating unite. Persons were 
ordered directly to the port in which the ship would be when they 
arrived for duty. This saved productive man-houre. lees pressure was 
put on the placement office ae the type eanmander's hirher position 
gaved same of {t. As the type camander was closer to the source of 
supply, earlier information was received, and ce-ordination with the higher 
Gistribution activities wes eaeier but still fer from the desirable minimume 
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There are many organization problema caused by the present de=# 
centralized etructuree These recently have been recognized officially 
by BuPerse The delays and the resulting large amount of nmeproductive 
personnel piling up in the receiving stations have forced action for 
reducing the distribution chain. The number of steps between ori ginal 
digtribution and placement is the major oause of cifMNcultye BuPers 
has recently proposed a plan to the flest canmmanders based om this 
guati ens" Thig plan proposes bringing the type canmander's personnel 
officers to the fleet peramnel distribution office. Thig would conbine 
fleet diatritution and placement physically in ame offices 
67,502 Reservists wore assigned by Burers in the first 3 months 
of the Korean conflicte The saving due to reducing delaya would 
have encunted to 134,604 man days for this period or 1,475 man 
yearee This in effect would man an additional eix destroyers or 
their equivalent « 
The lettera which proposed thie plan listed the following advantages: 
le This system would be used in the event of mobilizations 
20 The type commander's personnel officer would be at the 
fleet’a source of supply end would have immediate knowledge of 
what, where, when, and how many mon were availablee 
3e The saving in manoower and money by reducing the delaye in 
the aesigment of personnels 
4e Reduction in cammunicationge 
Se Reduction in the numbers of men in receiving stations as “hey 


are overloaded to the breaking pointe 





2 pupers letter of 26 Decenber 1950 to the Commander in Chief, 
Pacific Fleete A similar letter wee sent to the Commander in Chief, 
Atlantic Fleet. 


. Tdide, Pe Ze 
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Ge More efficient and pronpt asei cumentes 

The organization is now unwieldy and widely dispereede The point 
of these letters is the apparent need for creater soeordinated action 
which would mean faster actione The major disadvantages of the present 
system will be discussed in turn; they all seem to cocur on the placement 
levele 

le Lack of aren coveraree As the type coumends are organized on 
@ clientele bagis rather then on area basis, perhaps only one or two 
basic teams will be operating in a given area with baeic teams of other 
type sanmende. If any umexpeoted logs oecurs, of a critical nature, 
replacement can be provided by only two methods and both are time coneuminge 
The replacement oan be transported from another of the type canmandtg 
basic teame in another areae Otherwise, request for aseiatance must be 
made to the fleet commender, who must order relief from another type 
canumand, which has a basic team in the ares, and which can afford a losse 
Tf thie all could have been done in one office which controlleé all the 
basic teens in the given area, action could have been completed in a 
matter of hourge 

Ze Less selectivity. Ifa withdrawal hag to be made, the more 
basio teame which are available to draw from, the greater the selection 
offered. As the majority of the fleet's bagic toums are highly mobile, 
the placement officer may not be able to make an efficient selection 
due to the georrephic location of his teems at the manmente Tf he had 
greater coverage, there would be a grester chance of having a suitable 
point of withdrawal at the place desired. Ag it ie, the basic requirementa 


are frequently violated. Wore travel, delay, and future shuffling may 
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be the result. Less chance of effective seloction also results. 

Se Lack of transportation oceomlinationse ith the large number 
of placement activities, caonle have to be orliered with little regard 
for the transcortation which may be available for theme It is impose! dle 
for all the placement aotivitins to control transportation space quotage 
People must wait in receiving stations wmtil local authorities provide 
the necessary transportation spacee If it were possible to have trange 
portation facilitics oceordinated with the flow of personnel, consider= 
able productivity could be ealvaged. The present extensive system would 
not permit thige 


4e Lack of coeordination between placezent agencies. Little 





com-ordination existe between placement agencies as they are phystoally 
separated, under separate line comanfers, and subject to the delays 
eneountered by the official use of the chain of command. Tach is come 
cemmed with the problems of its clientele, and ae there ie no cannon 
goal, jealousies exict. Cowordinated action with the Pleet commander 
4e time comgumine becauee of the canmmmications ené mail problem. The 
fleet conzenders do the best they can to co~ordinate action, but they 
are faced with a difficult eituetion. The plan proposed by PuPere 
nentioned above ta coordinate all action in one office would be a great 
step in alleviating these problems. The only deterring effect will te 
the fect each personnel officer will still be primarily responsible to 
hie type commender, frictions and delays will reeult. In brief, there 
will sti11 be many "finrore in the pote" Maximum co-ordination cannot 
be achieved until a common purcese dictates the course of action rather 


than partisan representati me 
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Se Delays due to the length of the chains The system proposed 
by BuPers ig primarily aimed at eliminating aesigment delays, which 
have proved embarraesing in recent momthesse These have previously been 
Gisougsec, but 1t ig desirable to reemphagize the point that the loss 
steps there aie in placement, the less will be the lose of productivity 
of manpower e 

Ge Exoessive red tape. Much time ie consumed in commnicatione 
end correspondence if one ie to achieve co-ordination. Th's is primarily 
due to the physical distance between dietribution activities, and the 
responsibility of each distribution aotivity to different line couwmandse 
The BuPere proposed change will eliminate the former, but because of the 
retention of the latter, there will be much correspondence between the 
type commanders and their personel officerse This can be eleviated 
only by organizing placement on a common purpose basige 

7e Preesurese When a relatively junior officer serves as 
pergonnel officer to the type canmander, he ie subject to considerable 
preesure from the staff and senior line officers of the type canmande 
Even with the canplete becking of the type commander, he still must be 
attentive to the demands of each senior line officer who visits his 
office. Due to the career system in the Navy, he may serve under one 
of thess officors at a later date, and there ig nothing more dear te a 
camodore's or captain's heart than the certain people he wanta on hie 
staff, on his ship, or in his aviation unite The type oawander’s 
personnel officer can be easily singled out for attack if any personnel 
problems develope The pereonnel officer may be doing the beet he can 
with what is available, but thie ies not considered when saxeone does not 
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have what he wents.e When ell goes well, the pereonnel officer is 
forgotten, but let a personnel problem arise, and he soo ia blamed. 

Om higher pereonnel officer's staffs, the werkers lose their individual 
position and take up a corporate identitye The personnel officer, hime 
ael?, has sufficient rank to disoourage all preasures except fren his 
seniors, and they are fewe They are supposed to have broader insight 
into the whole problem and shoulée be more underatandinze 

Tn all, the system dees not lead te the derree of com-ordination 
of action desired. Turine war, a high degree of co-ordination 4g 
neceesary for gucceete This applies to all fields of military activitye 
EuPers {1s convinced that a greater co-ordination 1g necessary than now 


exists. 


Control 

The present means of controlling distribution is coneidered very 
efficient. The Navy's accounting system ie as good age human errors 
permite The necessary information is available to ell distribution 
activities, however, there are delays in providing the necessary infor 
matione When reports aro received, thoy are usually weeka behind the 
actual picturee Thies could be decreased if PAMI's were located at each 
plesement activity. This would aleo eliminate additional copies of 
reporte fron basic teams being sent to the placement activity for the 
maintenance of internal accounting systems which presently are requirede 
the disadvantage to such an iden is the cost involvwede The electric 
machine installations require a considerable amcunt of work to keep them 
bueye Beeause of the larce number of placement activities, it is doubtful 


if locating one installation at each activity would paye 
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Another poesibility would be e teletype report system from forward 
areas to one central PANT for the fleet, using the present mailing system 
for leoal tesmse Fith a teletype report system, the basic teams in the 
forwarc areas could send thelr personnel diarlers to a PAMI field of fice 
in the areas The information would then be coded electrically and sent 
to the central fleet PANT by teletypee This would reduce the delays in 
receiving reports by mail fros the forward arease The use of a central 
PAMT for the fleet would tie in with the idea of heving all fleet die- 
tritution and plecement in one officee The two could te combined in one 
activitye Ac it stands, the present system of pergonnel accounting is 
satisfactory within limits. There are delays, but the majority of 
Gelayes could be rectiMed by the use of a eontral fleet distribution and 
placement offices The internal accounting systems do keep local records 
up~to~lates Most delays in reports from the forward areae are of minor 
eonsequence, aa losses of key pergons are usually reported to the type 
commander by radio meesage anywmmye The basic teams are in good condition 
when sent forward, at lenst if it is at all possible, and the minor 
losses are not of great importance. Major losses such ag might cocur 
during war, make the problem of greater importance for the future in 
many wayee Large losses mist de enticipated and meens established to 
replace them whether by withdrawals fran other teams or by the use of 
manpower poolee The need for closer co-ordination and faster reporting 
mist be considerede 

The internal accounting syatens are not standardized. “ach type 
command personnel office uses its own systems The system outlined in 
Chapter IV is an example of a good systeme They may vary in method, 
but the fundamental goal ie the same in all systens this nature, 








120 
that of maintaining the command's status up-to-theaninute. 

Assignments are fairly accurate, depending upon the individuals 
in the distribution officesse Greater accuracy should be expected when 
the resulta of billet analysiec are completeds Some improvement in the 
job codes is possible, to assiet in better placements It is believed 
that the presents jot cedes are too general and do not tell eneugh about 
the person to be assignede The scamending officers of the basic teens 
do not pay enough attention to assigning therm accurately to their men 
eitherse In many caseg they cover a broad Meld but do not give any 
idea ag to proficiency in that Melde The placement officer has to judge 
the level of proficiency by the person's pay gradee This ie not aiways 
indlentive of what particular job a man oan dose Some people fully 
qualified for advancement cannot be advanced due to a lack of quotas 
The placement officer would like to know thig an it may permit him te 
assign « person who oan do the job even though he does not have the 
rating the billet calls fore The important thing is performances What 
a man hag on his arm is not always important. This certainly is a subject 
for future study. 

The personnel accomting system provides sufficient information 
for neme withdrawals, but they are not always used because the muaber 
quotas are easier and lese pressure ie brought to bears Thie ie not 
the fault of the system itself. | 

Sufficient information ie available in availability reports to use 
gtraight line trensfers. They can and ehould be usede With adequate 
internal accounting, the personnel diaries will tell when each person 
reporte on board his besic team in compliance with the orders. Follow-up 
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procedures must be used if ciecrepancies are showne 


Serr 

After cereful study and years of experience, the writer feels 
thet the present system ia not the best which oan be devieede It is 
firmly believed that the cieadventares fer cutwoirsh the advantarese 
BuPers, iteelf, admite that there woald have to be a chenre in caze of 
ware The fundamental requirement of having a syetem which will werk 
efficiently in both war end peace is not met by the present systeme In 
the next chapter the writer will attempt to ircorporate all the advane 
tages of the present system end sugrvest how all the 4$eedvantares can 
be removed in a new systeme In the lact chapter, conolusions on the 
entire study will be drawn with recommendations ag to what should be 


deme and how it enn be accomplished. 








CHAPTER VIT 


& PROPOSED SOLUTION TO THE BATSTING DIFFICULTIRNS 


The study up to this point eugrests that solution to the present 
difficulties lies in the provieion of greater co-ordination of planning, 
action, and controle To gain this, it seems apparent that some centrale 
{gation of the placement procese must take placee Thies does not mean that 
complete centralization is the anawere. It dees men that eame shortening 
of the lines of intercomeunication and upgrading of control levele for 
thie function je a step in the right directions The centralization of 
placement om the fleet level rather than on the type and area comand level 
hae high face validitye The area commands are now organised on the area 
principle, but as shipe and aircraft of the type coemands do operate in 
these areas also, the principle of area coverage is not complete. The 
area oaariands are part of the fleet and, therefore, must be inoluded in 
any centralization cf placement on the fleet levele Any system desi med 
to promote cowordination of the placement funotion muet be alleinclusive 
of those in a given geographic areae Any idea of centralizing placement 
in geographio areas below the fleet level muat be overruled ag ships and 
airoraft move between the various sreas of the oceans This lack of 
continuity would make administration diffieult and would not improve the 
present situatione Although, shipe and aircraft may move between the 
jurisdictions of the two great fleeta, it is not a frequent occurance due 
to the continental land maseee and the principle of cuarding the two great 
sea approaches to cur natione 
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Aa centralizetion of the placement funetion in BuPers would net be 
praotical due to the magnitude of the problem and remoteness from at 
least the Pacific Fleet, ané the idea of sub-ereas in the fleet is also 
overruled, the answer appears to be centralization on the fleet level te 
rectify the present eituatione A solution will be attempted an this pree 
misee A system must be devised whieh will inoorperate all the present 
advantages aa near ae possible. It also must be feasible under exi sting 


power forcere 


The Fundementals of the Prepogal 
Tn an organization euch as the Navy which hae a common interchanzee 


able human faober, ite manpower, a central personnel arency must ext ate 
This remiiremont is now eatisfied by BuPerse Thie central rrency nuct 
estadlish a uniform distribution policy, ag standardisation ic necessary 
fm an organization with a canmon purpose and with interchanreable human 
factorge Such policies must control the flow of personnel, as it is a 
physioal and practical necessity that it be controllede As thare will be 
a flow of personnel between the major subordinate cansands and ae it is 
necessary to distribute reoruits, the central agency must cerfor: this 
funotione Due to the complexity of the placement problem, it is doubtful 
that actual placement could be performed by the central agency, BuPrers, 
without an exceasively large organization and serious dieruption of canmand 
respomsibility.e The problem ig complicated by the physioal distance of 
BuPere fran the many subordinate commands and the basic teamss Seme field 
organization ie eesential, but its structure must be such ag to permit 
maximun oo-ordinationse The location of responsibility for plecemnt on 
the fleot oamand level acpeare to be the best solutions, Although BuPers 
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would have numerous shore activities to deal with, there would only be 
tro fleet placement activities to comordimatee Ags the fleets are the 
major utilicers of oersammel, this reduced span of contro] would be a 
considerable advantaze. The only co-ordination proble: which would then 
exist in leet placenent, ina given fleet itself, would be that between 
the fleet line comeand and the fleet's central placement offices 

There are two principal methais by which BuPers could dietri bute 
the personne) available in the receiving stations, the training sanmends, 
schools, and those whose ehore duty tour hag expired. The first is the 
present mothod whereby oash man (or groupe of men) ig assimed specifically 
to some subordinete oanmand for further aesignente The second method 
would be the automatic allocation of ell persons available in each supply 
point to one or tho other fleet central placement office. For exaxple, 
ail the recruite graduating fron the training center at San Diego, 
California could autenatically be made available to the Pacific Fleet 
Placement Office, those in Bainbridge, Mexrylend to the Atlantic Fleet 
Placement Office, otce This would reduce delay and minimise the necessity 
for cammunications between BuPers end the supply points. An informetion 
copy of the orders of theze ec allocated could be airmailed to BuPers ench 
Gaye As BuPera plens the input into the training centers, cartrols school 
quotas, and has @ record indicating when each man'g shore duty tour expires, 
ite planning, in effect, would somtrol the input into esxeh fleet. The 
ghore activities should receive their input from the seeeshore rotation 
program, at leaet where poasiblee The army of epecialiste, arising during 
war, who ere allergic to éuty et sea will have to be assigned to the shore 
activities directly by BuPerse These could be singled out at the receiving 
stationse If it appeare that the fleeta will get out of balance, then 
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specific orders from SuPerg can civert apesifMc persomel fran eny one 
scuree until the balance is corrected. 

BuPere shore duty orlerg should be sent to the fleet's central placee 
ment office, with sone leeway as to time of execution. This will permit 
the placenent office to plan a relief, if required, and iesue the necessary 
ordere at the propitious times 

Wendatory asshool quotae should be sent to the flect's central places 
ment office well in advance of reperting dates in order that withdrawale 
cen be acemmplished efficiently and replacemente oan be offectives 

The orux of the sugpested change is the fleet cantral placement 
officee Thig office would replace all the type and area commanders! mee 
sent placement functions end would include the present fleet distribution 
functions All placement would te unified geographicallye A major question 
whieh arises at thig point ia whether the flect's central placement office 
should be directly under the fleet camander, under the military control 
of the fleet commander with BuPere exercising managenent control, or direstly 
under BuPers as its field branch offices. The Nirst alternative appears most 
feasiblese It would maintain responegiveness to the line camnende The fleet 
personel ia very mich a concern of the fleet camander, and under the 
major policies of administration establiehed by BuPers, he ehould have leee 
wey in deciding the actual placement of the individuals within his cewaends 
The fleet commander's battle plane devend a rreat deal om the persomel 
etatus of hig begic teams. Therefore, in order that no hindrance exist 
to the effective diecharge of his responsibilities, he must control the 
placement chase of dietribution.e It may be said that the type connanders 
em tesk force commanders have a similar interest in their persommele Thig 
Sa true in varying decreeae The type oonmander is an administrative 
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commander and does not fimetion as a battle canmander tn most enses, 
there fore, his maln professional interest in the placement function is the 
administrative and trainine performance of isa alientele and the political 
fact that he now controle placement. The task force commander cold not 
control placement as the mexbership of hie force will changee There could 
be no continuity of administrative funetion required in placements Theres 
fore, the only pessibility of further decentralisation ie the existing 
gysten and the digadvantaces of this seem to outweirh the advantarcese 

The fleet commander is fomiliar enough with the requireaents of hig 
basic teamg in the battle plan to determine the pereennel pricrities which 
muat be estadlishe’. Centraliszation cf placement on the fleet level would 
not prevent the necessary control over personmel adainistration by each 
line canmarmer,. It would merely centralize the control over the rotation 
of personel) in order to fain the advantages of centralized planing and 

The fleet's central placement office ghould be loceted at a key 
geographic point, on each coast of the UehieAe It should be physically 
far enoush from the naval activity center to prevent destruction. The 
factors important to the determination of the location are close proximity 
to the followings 

le Centers of enbarkat! on. 

Ze Training conterge 

3e Centers of basic team operaticse 

4e Ropalr centers» 

Se Canmmnioetions conterse 


For the West Coast, San Francisco or San Diego are rocanmended, and for the 
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Kast Coast, Newport or Norfolke 

maoh office should have close liaison with the receiving statione, 
training centers, schools, pre-soumiesioning centers, shipyards, transport 
services, and movement report centers of respective coaste and forwam 
area counterpartee It muct also be in close liaizon with the fleet's sube 
osdinate line commanmiergse There should be close co-ordination between the 
twe centers and BuPers in technical matters. 

The fleet's central placement office should have the fleet PANT 
inoorporated in ite orzanizatione This would facilitate the use of the 
Navy's Personnel Accounting Gystem in the placement fumctione To facili 
tate representation, on the spot action, and management of manpower poola, 
em area office ehould be located in each important forward area centers 
These area offices should be under the management control of the central 
fleet placement office and should provide a receiving station and area 
PANT reporting activity in each important area of operatiae Teletype 
canmunications between these area officos and the central office should 
be provided» 


or gation of the Fleet Central Placement Office 





An Agsistant Fleet Personnel Officer for Distribution should be in 
charge of the Fleet's Central Placement Office. He should serve under the 
direction of the Fleet Personnel Officer who should be attached to the 
etaff of the fleet or service force camander. Under the basic plane 
established by the Fleet Personnel Officer, the Agsistant Fleet Personnel 
Officer for Dietribution should determine detailed plans and control the 
placement and withdrawal of personnel fran the basic teams of the fleete 


He ghould, at least, hold the rank of a senior Captain to prevent 


uneuthors zed pressures upen the placement funeti one 
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Fe ehould be assisted 


by offlcere with adequate fect experience and personnel traininge ‘The . 


office might be divided into the follewing departmente: 


le 
Ze 
Se 


4e 
5 


Placenent Controle 
Aé@mini etrati ons 
Sshoola,s 
Transportation 


Pergonnel Aecountinge 


The Placement Control Departaent would be the largest of the departe 


montse The Placemont Control officer would be the senior arsistant to the 


Assistant Personnel Officers 


Re would be reaponeible for the formulation 


of placement plans and the cartrol of plecement and withdrawals fran the 


basic tewme of the fleet in accordance with the policies and pricrities 


established by the fleet cannander and SuPerse 


The functions of this dew 


partment might be dietributed amongst various deeke and sections ae follows: 


le 
Ze 


oe 
4e 
Ge 
6e 
Te 


The Central Dietmbution Deske 
The Placement Deekee 

e) Avietione 

db) Submarine « 

0) Surface Canbate 

ad) Amphib’ ouge 

: Shore Aetivitiese 

f) Training Aotivitiese 

g&) Auxiliaries. 

h) New Constructions 

%) Pool Control. 

Order Deeks 

Status Sections 

Pleoti.dmini stered Shore-Duty Deske 
Burers Shoreeluty Clearence Deske 
Fleet Movenente Sectiane 


The function of the Central Distribution Desk would be sinilar to 


that of the present fleet digtribution organisation. 


This deek would channel 


the incaning flow of information on personne] availabilities to the varioue 
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placenent cesks in accordance rith established priority plans and coe 
ordinate the withdrawal ef cergonne] with the placement desks. “lore on 
the subject of thie dezk ond the ether deske will be given when the 
methodology of the plecement function 48 dieoussed. 

The placement cesks could be organized in a manner similar to those 
now used in the type commands. This type of organization hag the advantage 
permitting each pliscement desk staff to be highly comigaent of the probleme 
of a particular type cf basic teame For exemple, an aviation ofMeer 
should be at the Aviation Placement Desk and should control the personel 
flow in and out of aviation basic teame, a submarine officer should be at 
the Sulemrine Placement Desk, an officer well experienced in dextroyers 
end cruisers should be at the Surface Canbat Flaoement Desk, ete. Although 
such organization may seem to acphasize representation of clientele, 
experience in the peculiar preblems of different types of bagio teams ig 
necessary for effective placemente Thore in charge of all desks would 
report solely to the Placanent Camtrol Officer, have a cexmon purpore - 
the fleet - and be closely cowordinated. All the desks should be physically 
located in oe roomie The only necessary camnunication is orale Inforval 
conferences could quickly decide mutual problemse Final decisions in 
questions where witual agreement could not be reached would rest with the 
Placement Comtrol Officere Mach of these decks would assim and withdraw 
personnel fran their basic teema in accordance with the co-ordinated plan,» 

The Order Deak would provide for the cammon function of issuance 
and receipt of orderae Incoming availability reporte and quotae for personnel 
would be transcribed on common forms and sent to the central distribution 
deske A copy of the form would be received from each placement desk which 








b Ke 
had been allocated pergonnel o> given a withdrawal quota by the Central 
Distribition Deske On eash copy would be the assi pnment or point of 
withe rawai of each mar: ooncernede This desk could then sanewer each 
avellabdility report or issue the necessary orders for withdrawals in 
accordance with the instructions written on each copy of the forme 

The Status Sestion would be responeible for maintaining the internal 
accounting end diaplay ayetens up-toedatee It would eubmit a priority 
sheet to the Central Diatribution Deak each morning showing the priorities 
for assirnaent end withdreval for each placement deske It would provide 
information necenesary to keep the statue boards of each placemont cesk 
up-teetatee In order to maintain the Intermal acsounting and display 
system, cloze co-ordination 12 nacessary both with the personnel accounting 
department and the Order Deske The statue of each tagsic team of the fleet 
should be shown according to the latest report receivade Tt woul4 also be 
necessary for thie section to follew=sup all orders ienued in order to 
insure compliance. 

The Fleet-Adminiatered Shore-Duty Desk would maintain the waiting 
liste on men who have requested fleet administered shore duty and, working 
4n olose coeordination with the Shore Activities Placement Desk and other 
Placement desks, would request the Order Desk to issue the necessary orders 
to fleet personnel on these waiting liste to meet the planned needs of the 
Shore Activities Plecemont Deske If there are insufficient persons availe 
able from the Yleet-Administered Shore-Duty Desk, additional men would 
have to be secured from the Central Distribution Desk. 

The BuPers Shore Duty Clearance Desk would receive the Burers orders 


for fleet personnel going to shore dutye Hy working in close co-ordination 
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with the placenent desks concerned with each erder, the propitious time 
of mevenent within the allowed limits could be determined, and an order 
requcet sent to the Order Desk with the date for issuance and a date for 
compliances fy working in olese ceeordination with the placement decks, 
spot reliefs coull be arranged by the latter in many cases in anple time, 
if vequired. 

The Fleet Vovemento fection would, by keeping in cloee Maison with 
the fleet operations and movement reports centers, keep the placesent 
officers informed upon the movemant detaile of the basic teame for which 
they are reepongitle. This is necessary in order that orders place the 
sight man at the right place at the wight times The future movements of 
enoh basic team met be taken into aeooumt In efMecient placensnt and ce= 
moval of personnel. This information mist be available as far into the 
future as it possible to determine ite 

The Administrative Depertment would hendle the administrative 
correspondence and comcunications of the office, other than the availe 
ability reports and the orderee It would maintain the central Nles, 
prepare the necessary correepondence for the other departments, handle the 
mailing anc outcoing adninistrative cormmmicationese In addition to this, 
41% would administer the housekeeping needs of the offices 

The Traneportation Department would receive air and surface trane- 
portation quotas and by working in co-ordination with the placement desks 
ineure that the most exveditious means of transportation would be available 
at a point of exbarkatione Tho objective is to insure that transportation 
ie available for persons reporting to receiving statione for movenent to 


their respective basis teams or for return to the continentsl UseSehA» Key 
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individuals mist receive top trangeportation priority. The transportation 
of officers could be handled either by this department or by the Naval 
Dietrictee If it were to te arranged by this department, adequate infore 
mation from BuPers on arrivals and withdrawals would be requirede 

The Schools Department would fill mandatory quotas asei med to the 
fleet by BuPers for schoolse Sy working in co-ordination with the place} 
nent control department, the mort effective withdrawals from the basic teams 
could be arrangede This department would aleo administer the fleet's 
optional school quotas and assign these quotas to the basic teams in accord- 
anoe with their requestee It is considered advisable that the quotas for 
fleet schools be handled lecallye The local office of the fleet's training 
command in each area «here the fleet schools are located should assign 
quotas, upon the requests of the basic teams which are going to be in the 
specific areae 

The Personnel Accounting Department is the fleet's central PAI 
Reports of changes would be received from the eub-offices in each arene 
Basico teams on the coast concerned would mail their reports direotly to 
thie departmente ere normal PAI functions would be oonducted for the 
fleet, reports to hicher comands made-up, end the reocorde maintaineds 
This department would work in co-ordination with the Status Section 
previously discussed to provide the necessary information on changes in the 
basic teams to maintain the internal accounting systems 

The sube-offices or arca offices would act as the central office's 
representative in each areas By keeping in contact with the basic teams 
in each of their areas, they could keep the central office informed of 


speoific personnel problems which the records do not reveale Commanding 
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officers end executive officers would be free to discuss their problems 
with the area officer at any timee This would provide more expeditious 
response to the needa of line comaandse As such offices would be organized 
om an area basis, thoy should maintain local reoords on each basic team in 
their area. if any basio team moves to another area, their pereonnel 
records should be forwarded to the new area offices If the central office 
were destroyed, each area could administer the neoda of ite basic teams 
until a new centrel offioe wae functioninge If any area cffice were 
destroyed, the central office could take over its function until a new 
area office was functioningse By use of a standardized acoounting system 
for internal records, this mutual assistance could be attainede ‘Fach area 
office could control the ranpower pool in the ares, act as the area's 
receiving station, and perform the function of receiving and transmitting 
the personnel acccunting reports from the basio teama in the area to the 
central offices. When the reports were received, the area's internal 
accounting system could be corrected at the same time they were being 
relayed to the central officee Each area office should have authority to 
correct emergency situations in the area by immediate transfers from the 
area pool or another basic team in the aren with a report of the action 
taken to the central officee Routine placement oould be performed by 
the central officee Thie would provide for om-theespot actions Routine 
action already consummated by the central office sould be revised after 
the emergency transfer report was received fran the area officee Faoh 
area office would have to be informed by mail, by a coded report of action 
taken in the central office, where basic teams of their area were concerned « 


They would have to receive a copy of any transfers ordered from basic teams 
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in their area and « report of what persons had been ordered to each of 


their basic teare and the estimated date of arrivale 


vethodolocy 
An internal accounting system is a fundamental requisite of a 


placement systems It is necessary to have an up-to-date visual display 

of the status of each basio team concerned. Without thie ourrent etatus 
display, the daily action required to fulfill plane cannot be controlled 
adequatelye In order to set up the initial display for any given basic 
teem, the latest Monthly Distribution Report (Pere 82-31) would be 
guquired.: All orders of personnel to and fran thia team, which have not 
been accounted for in this report, would have to be considered as actual 
gains and leoseea for accounting purrosgeae All daily personnel diarios 
submitted eince tie date of the Activity Digetribution Keport would have 
to be perueed to determine other unknown gains, losses, or changes in 
qualifications. The result would be the current status for the baeioc teame 
Input and withdrawale could then be based on a comparison between the 
aietribution plans and this ourrent aetatuse Jf the numbers on board in 
any given rating or rate are less than planned, input is required. If 
greater, withdrawal or normal attrition is the proper recourses. By normal 
attrition is meant that routine losses are permitted to cocur without ree 
placements In peacetime, expirations of enlistment must be accounted fore 
It has been found desirable by the writer to require each basic team to 
submit a periodico report listing anticipated reenlistments as far in the 


future as knowne Thig would prevent replacement of people who intend to 





1 see page twenty for a description of thia reporte 
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reenlist on board send permit planning of reliefs for expected losses, 
if required. After the current status is detormined, the next problem 
is to Keep it up-toedate at all timeae This oan be eccanpliched by 
recording each gain or loss ordered by the office fran the internnl 
recordge The unplanned chenges sush as school returnees, hospitalization, 
promotion, demotion, discharge for reagons other than expiration of 
enligtment, corrections for peet accounting errors, etee, must be 
obtained from the personne] diarieae The maintenence of the current 
atatus would be the fumotion of the Status Sections 

The Navy's personnel accounting system is excellent fer the purpose 
for whieh it was devised, but for placement, it must be eupplemented 
en internal accounting systeme The Navy accounting system shows the 
status up to the last monthly reporte More information is required for 
the placement functione Action already taken must be scoounted for in 
filling the balance of the plenee A person ordered to a basic team will 
not be reflected in the PAUI report until the month following the date 
he reports on doards. The placement officer must account for him, however, 
the minute the orders are iseuede 

An important part of current statua 1a the manner in which {ft is 
displayed before the plecenent officere It must be concise, clear, complete, 
and confinable to a small arene A esyetom comparable to that desoribed in 
Chapter IV which was devieed for CanCrulesPac by the writer is recommended, 
ae it fills all the requiremente. in order thet the display can be maine 
tained ourrent and follow-up procedures om iesued orders can be used, the 
Status Section must provide a daily report om ali changes from the daily 


@iuries each daye When the placement officer assigme a person to a basic 
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team, he enters a green nunber 1 peg or increases the present peg in 
number by one in the fourth-fifth vertical row of holes opposite the 
evecific qualification and reduces the priority desipmator by omee A 
personnelman at the desk enters the necessary information am the card of 
the given basic team frem the Kardexe This information iz transcribed 
from the copy af the order form before it is sent to the Order Deske A 
withdrawal from eny basic team 1a subtracted fron the om vor’ count of 
the display board, the priority desimator increased by one if necessary, 
end a notation of the order number and the destination placed on the line 
containing the person'g name in the Current Activity Dietribution Revort 
of that teams 

The information ag to etatus and plans should be projected on the 
display boards in the same ranner as described in Chapter Ve In wartime, 
information om anticipated losses due to expiration of enlistments would 
not te required. Information on future planned withdrawals could be 
located in a speoial xardexe hen the individuals have been selected, the 
nemos, ratings, and the basio team to which each person is presently attached 
could be entered om a project card with the dates the orders must be issued. 
Planned withdrawals would be removed from the display boards’ on beard count, 
and a suitable entry placed om the line of orch person's name in the ree 
epoctive Activity Distribution Reports. When orders are issued, another 
entry on the lines will indicate that each man concerned has now been 
ordereds The on-order Kardex would be similar to that described in Chapter IVe 
Baoh card in this Kardex woule contain the following infermat! on: 

le The name or nunbdber of perscns of a given cualificatione 

20 The rating or ratee 


Se The Ravy job codese 
40 Where ordered frome 
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Se Eetimated date of arrival on board. 

Ge The order file nunbere 

7e The date the person or pergons actually report on board 

(entered from the basic team's personnel dary) « 

When complements end allowances are determined by job code rather 
than by rating, the files of the dieplay boards must be rearranged by job 
codee This revives the problem previously discussed of the need for more 
reflective job codese If a person is a second claes petty officer but can 
perform efficiently in the billet of a first clasa petty officer of the 
sane qualificetion group, this information ie valuable to the placement 
officers He is more interested in providing a person who can meet the 
need on the job than in the administrative disparity between pay grades 
and performance ability. 

The Status Section would have two sources of information to maintain 
the displaye and the daily pricrity reports The first is the dally summary 
of umexpected gains, losses, md changee in qualification entered in the 
daily personnel diaries which are compiled by the Personnel Accounting 
Department on each basic team fran those diaries received during the 
previous daye The second is the copies of all orders issued by the Order 
Deske A possible third source of information would exist in the form of 
correspondence and radio meseages fran the basic teame which might give 
advance information before the daily personnel diaries sare receivede All 
of thia informeti m would be used to maintain the office's displays and 
reports up-to-date. 

The daily account for each placement desk would be the running 
balance of masters and journeymen in each rating and each group of ratese 
This information would te used to prepare the daily priority report sube 


mitted to the central distribution desk each mominge This information 
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subtracted from the priority base would determine the priority deeirnator 
for the placement desks in each rating and rate groupe The priority 
base is the flect's percentare of allowance (or complement if used) 
applied to the allowance (or conplement if ueed) of the partiolar place~ 
ment deske This is what normal input and withdrawal should be based upone 
An example will illustrate the means by which each priority designator is 
detemined. 

Example s 
The Sarface Combat Plasexent Desk hag a total allowance for 600 
master electrician's mates in ite basio teams. The fleet percentare 


ef allowance is 50 percente 


Allowance - 0 
Fleet percentare - 80% 
Priority dese figure = 260 
On board - 227 
Priority designator Zo 


The example indicates that the Surface Combat Desk hase a shortage of 23 
master electrician's mates when compered with the fleete Fach placement 
desk's priority desisnator for each rating group and rate would be ine 
@icated om the daily priority sheete This would gerve as a guide to the 
Central Distribution Officer in assigning available men and withdrawals to 
the various placemnt desks in routine distributione Special priorities 
could be assigned over ami above the routine priorities and will be dise 
cussed later in the chaptere 

A semple daily priority report for use during the period where 
rating groups and naval job codes are used is shown on page one hundred 
thirty<ninee This method would be weed at presente The sanple is the 


page for the Soatewain's Mate rating group (2M). The placement deske are 
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indicated by the following abbreriat! ones 


Placement Deek Abbrevintion 
Aviation AY 
Submarine $8 
Surface Canbat SC 
Amphibious AM 
Shore Activities SA 
Treining Activities TA 
Auxiliaries AX 
New Conetruction HC 


The rating control section (1) is divided into two partee The firat is 
for the master boatewain's mates, the chief and the first clase petty 
officers of the retinge The second is for the journeynen boatewnin's 
mates, the second and third clasa petty officere of the rating and the 
personnel in pay gredes 2 and 3 who are designated in the rating. This 
division of the rating group is done for practical reasons in mass dige# 
tributions Tho actual pay grades are coneidered at the placement deakse 
The law of averages will provide an even distribution. If placement does 
come out of balance, a note on the pase can enable the personmmelman to 
correct it in short order. 

In practice it appears that the greatest cleavere in skill lies 
between the first and second clase petty officerse This first section ie 
nevecsary, as conplexents and allowances are primarily besed upon ratinge 
and not job codes. The first number in each column and ‘4n each part of 
section one is the over-all allowance (or complement if used) for the 
particular placerent desk. The second number ig the priority desi pnator. 
A dash indicates thet the desk ia at or above the fleet percentare of 
allowame (or complement if used) in the partiouler division of the rating 
groupe Section two 18 for special priorities assigned by the Placement 
Control Officer. Thase are written in at the Central Dietribution Desk 
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as instructed and must be filled first before routine priorities are 
fillede If these special priorities are not Milled during a given day 
end the Placement Control Officer does not order withdrawale from other 
placement desks, the balance of the special need not yet Milled is 
carried over to the next dayts daily priority reporte The third section 
is a breakdown of the special Navy job codes which my be indicated in 
allowances (or complemente if used) or have proved necessary in practice 
and cennot be filled by persons of general experience. The top number 
in eaoh column indicutes the allowance (er complement if used) of the 
particular specialtye The second number indicates the actual on board 
count of the desk from the daily running balance. 

Only the job codes O1]1 (deok rigger, heavy weight hendling) and 
0112 (eargo handler, rigger) have been filled in on the sample sheet for 
purpogee of illustration. Two entries have been made on the sample pace 
to indicate two sample tranesctionse First, a Chief Boatswain's Mate 
(#éC 0111) was received for assignment. The Central Distribution Desk 
ascipned him to the Yew Construotion Placement Deske The pricrity 
desi mnator of the desk was reduced by one in section one and a tally 
ono was entered in the NJC 0111 of the desk in section threee Next, 
six journoymen boatewain's mates with general qualificatione were availe~ 
able for assignment. As there was a write-in entry in section two for 
three such qualifications for the New Construction Desk, these were 
aseigned first and talleyed off. An entry wes made in seotion one. 
The other three were made available to the Aviation Desk and the approe 
priate ontry made in section omee As there were no epecial job codes 


involved, no entry was made in section three for these six journeymene 
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hhen allowances (and complements) are established by job codes, 
the daily priority report mist be revisede Seotion one would not be 
requirede Section three would be expanded to include all jobd codes of the 
rating groupe Priority designators would replace the oneboard count nuaberse 
There would be a seperate onge for each rating group and rate in the fleet 
in both caseg in a similar mamer as described for the sample showne 

When sufficient men wore available to have ali basic teams at 
complement, pools could be established in the forward arease The daily 
priority report could be dispensed with as it would not be required to 
ciatritute the flowe Placement cezsks could requisition to replace losses 
for their basic teama from the continental UeSeA« fran the Central Dise- 
tribution Deeke Personnel could be requisitioned from the Pool Control 
Deek for replacemente in the forward areage 

A copy of the daily priority report is submitted to the Placement 
Control OfNcer each day in order that he may be kept abreast of the 
personnel situation and direct such special priorities and withdravals 
as may be necessary to meet the plans. 

Bach placement desk would have a pergzonnelman assigned to the task 
of maintaining current the ctatus display boards and the Activity Distrie 
bution Reporte of each basic team. The reports froa the Status Section 
combined with information fram the outgoing orders would provide the 


necessary information to accomplish thie funotione 


Plamning 


In order for the placement office to formulate the necessary dise 
tribution plane, two external sources of information are requirede The 


Fleet Personnel Officer muct keep the office informed as to operational 





143 
and new construction requirements and priorities regarding the supply of 
pergonsele Those antiaipated needs which camnot be filled fron the 
astigment of personnel input from external sources will have to be 
eatisfied by intra-fleat transferge The greater the advance notice 
provided the lesa resort to intra-fleet tranefers will be requirede The 
other source of infomation ie Durers, whiok should provide the following 
information insofar as possibles 

le Advance information on the people who are to be made available 
to the fleet. 
2e Anticipated withdrawals other than to normal cea-shore rotation 
which have already been accounted for's 
Se Advance oopies of authorizations for advancement in ratings 
&e Copies of all directives which in any way influence perscnnel 
needa, qualifications, or movemente Advence information is always 
desirable before promulgation to the Nevye 
With thie information, plane for sentrolling the flow ef personnel 
can be determined by the Agsaistant Fleet Personnel Officer and his staff. 
The assignment of specific persons can be dotormined in advance, pere 
mitting future cannitmente to be Mlled tran future supplies insofar as 
may be practioal.e The future withdrawals from the fleet's basio tems 
to meet future commitmente either within or without the fleet can be 
accounted for. Thia will permit sample time to procure reliefs, if required, 
and to give advance notice to the basic teams and the individuals involved. 
Advance notice on changes in qualificationa would prevent the filling of 
neede which havo already been eatiafied by on-board traininge 


Some present placement offices have used the technique of personnel 
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requisitions from the basic teame. In other words, each basic team 
writes the type commander once each month reporting its needae Such a 
syatem was used in DeePac (now CruDesPac) when the writer reported eas 
personnel officere It was of little value, as the wnet majority of the 
basic tcane reported everything they would like to heve, rather than what 
they actually needed. One had to go to the personnel accounting reporte 
in order to determine which of the requests were actually mandatory and 
which could not be supplied, because cf existing shortages. These 
accounting reporta were available anyweye Therefore, the personnel re= 
qtisitions were superfluoue and were eliminated. Basic teams should not 
be preventod from requesting persennele However, such requests chould be 
reetricted to situations which are not reflected in the personnel accounting 
reportge 

The Assistant Fleet Personnel Officer for Distribution amd his 

firet assistant, the Placement Control Officer, in consultation with the 
Fleet Commander and his staff, mist determine the future personnel ree 
quirements of the fleet and then plen meange cf meeting this probleme Those 
needs which cannot be satisfied by outside input must be allocated to the 
various placement deske for planned removal of men fran the existing teamee 
A secondary planning program must be undertaken at each of these deska to 
meet the quotas in view of whet replacements can be expected. If a place= 
ment officor cannot mect his quotas at the proper time or in an efficient 
manner, the difference must be resolved in consultation with his seniore 
end an alternative scourge of ection determinede With the entire planning 
function in one office, with a comnon purpose, all probleme can be solved 


with a saving to the fleet and the pecple involved. 
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rhe planning problem {s oamplex and involved, and because of this, 

a sanplete diecussion will not be attemptede Planning must be adjusted 

to nuneroug factoree The important point for this discuesion is that with 
future camitments and supply of manpower Imewmm, the fleet's central 
placement office can, by cowordinated planning, antisipate the probleng 
and determine a courge of action before the probleme become criees, as 
they do at prosente ith the Ametion in one office with a geographic 


unity of centrol, co-ordinated planning is a possibility and a probability. 


External Movement 

External movement is the receipt and withdrawal of peraoms to and 
fran the fleet. Hither BuPere or the previously determined source of 
supply will send availability reports to the fleet's central placement 
office listing the name, rating or rate, service number, Navy job codes, 
expiration of enlistment date, duty preferences, place availabie, and date 
availabie of each person available for assignment to the fleet. In the 
cease of large graduating claszes from Naval recruit training centers with 
gormon basic qualifications, numbers may be used. If administratively 
feasible, however, name information would be en adventare for proper place= 
mente Yossibly the recruits oould be assigned to the type of basic teams 
of their choice. This would be a morale factore If availability reports 
could be determined weeks in advance of the date when the people are 
actually ready for aesignment, the regular maile could be used more oftene 
In cages wnere this ie not pogsible, radio messares should be used to 
prevent lost produotivitye 

when the availability reports are received by the office, they would 


be sent to the Order Deske Here each report would receive a separate serial 
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file number for internal referencese The information would be transeribed 
on an incoming order forme This order form would be on « duplicator with 
@ piece of carbon paper and a form underneathe Ths carbon copy would be 
used for the permanent file copy ae the duplicator original is not too 
desireable for a permanent filee A sample copy of this form is illustrated 
on page one hundred fortyesevene The original duplicator form would be 
eont fran the Order Deek to the Central Distribution Deske Here the proper 
placement desks would be determined and entered on the form, see column (b) 
in section one and oolumn (a) in section twoe In the semple Jones and Roe 
were assigned to the Surface Combat Placement Desk and Bille wae aasi med 
to the Aviation Deske The twenty-five general hand seamen apprentices on 
the availability report were broken down in seotion two at the Central 
Distribution Deske Ten wer» assigned to the Surface Canbet Desk (SC), five 
to the Aviation Desk (AV), and ten to the Shore Activities Desk (SA)« Four 
copies of the order form were then rum off, and ome is sent to each of the 
following: Central Distribution Desk file, the Surface Canbat Desk, the 
Aviation Desk, and the Shore Activities Deske The original was returned 
to the Order Deske The semple illustrated is the Surface Combat Desk's 
eopye The SC is entered in the heading for routing purposege When this 
oopy was received by the Surface Canbat Desk, the detailed assignments 
were entered in column (a) of section ome and column (b) of section tro 
after consulting the status display boards and other planning devicese 
The copy was then returned to the Order Desk by each placement deck cone 
cerned. The entries were transcribed onto the original and the permanent 
file copye The Order Desk then iesued the necessary inetructione to the 


Receiving Station at Sen Diego, Californias Two copies of the conpleted 
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original duplicator are madee One went to the Status Section and the 
other to the Placement Control Officer. The ori cineal was retained in 
ease other copies were needed leter, and the permanent file copy wae 
placed in the files attached to the availability report and a copy of 
the inetructions to the receiving statione 

Withdrawals wovld be executed in a similar manner. When the quota 
for withdrawal was received from BuPers, a withcrawal file number would 
be assigned, and a duplicator original and a permanent file oopy madee 
A eanple of this form is showrm oi page one hundred forty=nine.e The 
information contained in the order received from RuTers was trenecribed 
in section onee In tho sample order form BuPers ordered the fleet to prow 
vide one hundred seamen or seemen apprentice with no prescribed job codes 
to the Twelfth Naval Diatriot. They were to report by Auguet Ist of the 
current year and were to have obligated service to August 1, 1952. The 
fleet was further required to provide two hundred airmen or airmen 
apprentice with no specified job code to the Naval Air Techoical Training 
Center. These people were to report om September 1st end wero to have 
obligated service to September 1, 1953. The original, with section one 
completed, was then sent to the Central Distribution Desk where the quotes 
were essimed to the specific placement desks in accordance with their 
ability to providee The sample illustrated is the Aviation Nesk's copye 
This deck was required to provide fifty of item 1 and two hundred of iten 2« 
The detaile of the withdrawals were entered on each copy by each placement 
desk and returned to the Order Deak where the orders were sent to the 
reapestive basic teams and the file and report copies wore made in « manner 


similar to ineaning orderse Where withdrarals by name are used an extra 
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page could be attached to thie form on which the plecement dosk lists 
the nene informatione Whore orders are received for svecific persons 
by name, a withdrawal memorandum ig prepared by the Order Desk, sent to 
the Central Distribution Desk where the losses are noted, and then sent 
to the PuPere Shore#Duty Clearance Desk where the necessary co-ordinntion 
with the placement desk concerred {s performede The menorandum ie then 
sent to the Order Desk, with the necessary information for the issuance 
of orders. 

In the distribution vhase which occurs at the Central Pistribution 
Deak, placement aida such eg ratings, job aodes, etce, could be used to 
ingure that the people available were agssipned to the vrover placement 
deske This does not mean that the assignment of personne] is reatricted 
by the epecifie job oodes aseipned to any one persone Fach person mugt 
te fully qualified fer the general duties cf hig rating. If, for exmaple, 
the Submarine Desk ic at ita planned etrencth in a partioular rating end 
submarine qualification, and a pereen of thet particular quali fication 
4s available for assigment, he can be assipmned to another deek which does 
have a need for a persen of that general qualificatione Personnel cannot 
be unfairly distributed juct because of a particular job code which hag 
been ageigned. The job codes are a guide not a rule. 

Men of the first three vay gredes with no specific desi mation 
for any particular rating or branch of service will ve distributed anongst 
the various placement desks on the basia of maintaining each at an equal 
percentage of overeall allowance (or eanplement if used). Those who have 
special job oodes and who are not designated in any particular rating 


frown cannot be classified as journeymone They will receive more speci fio 
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treatment, however, at the placement desks where the specific basic team 
is determined as will each petty officer and designated man in pay grades 
2 anc Se 

For withcrawals when spesific qualifications are svecified, the 
Personnel Accounting Department can be of material aesistence to the 
placement desks» The placement des concerned can request all the personnel 
status cerds (TEM ecards) of the designated qualification in his basic teange 
By means of machine sortins, the cards can be sorted quickly, and the 
Gegired cards sent to the placemant deske With these cards and the infore 
mation on the status display boards, the most logical selection can be 
madee If there is no logical selection, the situation can be referred to 
the Placement Control Officer for further actions 

Ynowledse of the reorraphic movement of each basic team is of 
utmost importance for eesizmmont, withdrawal, and future planninge The 
future operational plans are received from the fleet headquarters, end 
the daily location of each basic tean is received fran movement report 
centerae Thia information is reduced to convenient form for the office 
by the Fleet Movement Sect! one 

Tn time of war and when there is 2 reserve of manpower available, 
the inout to the fleet could be channelled to the various area pools 
after the basic teans operatings and outfitting in the oontinents!] waters 
of the UeSeA> ara accounted fore Replacements for besic teame in the 
formrd areas could be assigned from the respective area poolse Tt is 
the frmotion of the Pool Control Desk to insure thet the flow to and the 
eupply at each area pool is consistent with the anticipated needs in each 


areas Of course, if there is no reserve manpower in e particular rating 
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group or qualification, none cen be ellocated to the pools until all the 
existing needs in the basio teamea have been rectifiede The idea of main= 
taining reserve manpower in area pools is to reduce the travel time and 
provide on-theeapot action for replacement of losses. 

If any placement desk has an urgent need for men with a specific 
qualification, a memorsndum or oral request to the Placement Control 
Officer will establish a special priority or other appropriate action if 
the need ie considered justified. The close co-ordination between the 
Placement Control Officer, and the various placement desks, which is 
poasible in a set-up such ag has been recommended will pormit immediate 


planning for apecific cases as well as over-all plangse 


Internal Movement 

Certain standard fleet policies need to be established regarding 
intra-flect movement of pergonnele Volunteere should be assigned to fleet 
administered shore duty before outside availables are so assiyned, but 
their tour of duty should be limited to a specified period. This applies 
to etaff personne] in desirable areas aleoe Provision must be made for 
transfers between basic teams at sea upon requeste This will require that 
qualifications be set forth such ag months of present duty, seorraphio 
proximity, otee ‘hen requeste fran mon who meet the qualificaticne are 
received, they should be given autanatic approval unleas some commander 
in the adminietrative chain of sonmand or the placement officer indicates 
hia digapprovale Fleet administered shore duty would be a matter of coo 
ordination between the Flect-Administered Shore-Duty Desk, the Shore 
Activities Placement Desk, end the placement desk of the person concerneds 


The Placement Control Officer would make the final decision in any cases 
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of oontroversye 

Requests for transfor betweer, besic teame is a matter for the place=- 
ment officers to work oute All requests for a change should be sent to 
the placement desk of the person's basic team for consideration and acti one 
Tf two placement desks are involved, both ehould agree thet it ia feasible 
and there should be no disapprovals in the endorsementse If there are no 
objections, an intraeflect trensfer request ia sent to the Order Deake If 
there were any digapprovals, the matter would be referred to the Placenent 
Control Officer for final actions In certain cases he could seek the 
decision of the Assistant Fleet Personnel Officer where important controe 
vergies micght arisee A sample of an intra-fleet tranafer order is illustrated 
om page one hundred fiftyefoure The partiouler sanple indicates the manner 
in which the Order Desk would receive the requeste A serial file nunber 
would be assigned on receipte When the orders are issued, the original is 
placed in the Order Desk's fMilese A gummary of all euch transactions ig 
gent to the Placement Control Officer and the Status Section each daye This 
form could be used for transfers between bagio teams under one placenecnt 
officer or for assignment for fleetecndminietered shore dutye 

The Schools Departuent woald iesue order requests for all school 
quotage Mandatory echool quotes would be cleared through the Central 
Distribution Desk for allocation to a placement desks Wandatory nonereturne 
able quotaa would be handled as ordinary external withdrawal quotas. Cuotes 
asaisned to basic teana in answer to a request for a quota would be issued 
by the Schools Department. The placemont desk concerned would need only 
a copy of the intra-fleet order request in order te keep the Activity 


Distribution Report corrected. If it were not noted in this report on the 
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mants line, transfer orders might be iseued te persons who held sohool 
orders e 

The nucleus crews for newly organized basic teane must be obtained 
from the placement desk concerned with the type of basic team required. 
The New Construction Desk would eubmit the requirements for eech new basic 
team to the appropriate placement officer for procuremente The balance 
of the crews would come from outside input if possiblee Otherwise, the 
Central Distribution Deek would have to assign quotas to the placement 
desks which could best afford the loge. Again, any controversies would 


ve decided by the Placement Control Officere 


Transportation 


As the Transportation Department must agsign the required overseas 
transportation, thie department must work olosely with the placexent desks, 
the Order Desk, and the Fleet Novoments Section. If tine were of the 
essence, the placanent desk would have co-ordinated its erders with the 
trenevortation apace available, requesting special pricrity if necessarye 
Tf movement is routine, the Order Desk would clear orders with the 
Transportation Department in order that people could arrive at the port 
where transportation would be available firste By coeordinating personnel 
movement with carrier movement, non=-productiveness can be reduced 
materially. There is no point in requiring orders to be executed before 
transportation spece 1s available. There would be less chance for re# 
quiring the re-routing of persons to other points cf enbarketion or 
holding them in receiving stations until space is available if advance 
irformetion on transportation were availablee The problen of co-ordinating 


overseas transportation ia a task of considerable magnitude, but if man-hours 








of productivity cen be saved, it is well worth the cost involved in — 
edmind strati one 
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CHAPTER VITI 


CONCLUST ONS 


Deductions from the Study 
Tt can be concluded thet the exieting syetem used in the Navy to 


control the placement end flow of ite manpower falls short of meeting the 
oriterie of an efficient systene In order that a dietribution system may 
provide efficiency and econmmy in the utilization of the Navy's manpower, 
several fundamental principles or requirenents must be satisfied, and 
these are: 
le The requirements of the tasic teams, 
Ze The requirements of the individuals. 
Se Adninistrative requirements 
In order to meet these fimdamentel requirements, the organization charged 
with the responsibility of controlling manpower dietribution in the Navy 
must be eble to co-ordinate its planning and ite course of actions To 
fulfill these needa to a maximum degree, oertain conditions mist existe 
These conditions can be etated as follows: 
le The organization must have the necesenry authority to enforce 
ite deci eianse 
2e It muct have a minimum of echelons consistent with the magnitude 
of ite taske If the work mugt be divided between subordinate echelons, 
the enc result must be a co-ordinated effort with a common purposes 
Ze The method used to place the plane into effect and control the 
results must be efficient and have maximum of simplicitye It aleo 
167 
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must be standardized throughout the entire organizations I+ must 
obtain maximum results from the distribution aids already available. 

4« The organization echelon charged with the responsibility of 
placement must have geographic unity and sufficient breadth in 
coveragoe As basic teans in a given geographic area have a common 
purpose, geographic wmity means soeordinated control over inter-team 
personnel movement. Sufficient breadth of coverage provides maximum 
esleotivity for withdrawal and maximum opportunity for accurate place 
nente It also minimizes the delays which normally arise out of 
ocmmuni cati ong 

&e The organization must be responsive to the needs of the line 
authority, aa the only reason for ites existence is to aid the line by 
providing the personnel required for its operations in the most 
effieient and econanical mannare 

It is evident that the conditions under which the present decen~ 

tralized organization operates do not provide adequate coordi nated 
planning or for a consistent course of action to meet fundamental requi ree 
mentee Further decentralization would magnify the existing difficulties, 
therefore, the answer must lie in further centralization of the placement 
function. If the Navy wore a stable organization in terms of its specific 
manpower requirements, the maximum advantage would be realized by cene 
tralizing the placement function on the BuPers levele Although industry 
has found advantares in decentralized placement at least on the lower 
cecupational levels, the reasoning is not valid when carried to the 
Navy's situation because of the additional variables present. These 


variables are as follows: 
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le Rotations The military theory of rotation in duty for 
humanitarian and training reesongs requires central plarminge 
ce Stendard Navy human produote Beeause the various unite of the 
naval organization perfom a relatively standard fmotion, and ag its 
manpower must be rotated through these unite, a standard human product 
ie necesearys This begins with central procurement and requires 
centralized plans, action, training, and control to insw'e continuitye 
Se The nucleus fundamentale As the peacetime naval personnel is 
the nucleus for wartime expansian; rotetion, etandardized training, 
end broad experience are a necessitye Again centralized plans, action, 
training, and control are requirede 
Centralization of the placement phase in BuPers dees not meet one 
of the criteria, that of having en organization which will funetion in 
both peace and ware In wartime (and under the existing conditions in 
peesetine) the Navy is not stablee With instability the placement funetion 
oannot be centralised in one office for the entire Navy due to the mage- 
nitude of the problen. This was proven in the lest ware Therefore, 
centralizetion of the plecement fimetion in BuPers must be ruled oute 
The next logical point of sentralization of this fumction is at 
the fleot level. At this level the folicwing conditions exist: 
le Unity of camnands 
Ze Caaplete area jurisdiction. 
Se Relatively consistant compositions 
4e ity of purposes 
&e Ample personnel coverages 


Ge Center of determination of operational planse 
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Tse Unity of functione 

Se High command or authoritye 
Om the eurface the only criterion this method of orgenisation would fail 
to mect is responsivness to the needs of the line command, and there 
only in its lack of close proximity to the individual operating teamse 
Some officers may consider the responsiveness of a central flect placee 
ment activity to the fleet commander as sufficiently vague to preclude 
responsiveness to the eubordinate lines om@mands It is true that not all 
the officers of the fleet's basic teams could conveniently discuse their 
personnel] problems personally with the staff of a central flect placement 
activity. Nowever, the writer recalls few conferences with the officers 
from the ships CruDesPac which uncovered needs which were not already 
kmowne Plenning had accounted for them and they were to be filled as 
e008 as men with the needed qualifications were available. Personnel 
problems other than neaise could have been handled just as well by corres 
pondencee While writing one's probleme imposes a barrier for sone 
officers, many problems could te handled on board the respective bacic 
teams without correspondence. The bulk of the persomel problems brought 
to the writer personally had to be handled in this mammer in any evente 

It 4s sonetimes too easy to oring personnel problems to the type 
commander's personnel officer ané have an answer provided when the answer 
elready existed in the Havy’s manuals on board each ship end airoraft 
squadron in the Yiavye The more time the personnel officer must devote 
to listening to needs he already knows of ané problens he carmmot solve 
persomally, the legs time he hae to devote to what he should be doing 


really tc help the basic teamse in pescetime, the type commander's 
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personnel officer ie available to only about one half of the type command 
commanders for peorsennel conferencese In wartime this proportion fe 
materially reduced, and he probably would be not more available than a 
central placement sctivity or office. Therefore, the variation from the 
oriterion raised by centralization of the placement function on the fleot 
level is less than appears on the surfaces. It is at least as close as 
eny other feasible type of orranizetion would crovidee The underlying 
objection by many persons would really be that the placemont officer would 
be less available to prescure. In reality the placement of Mioccr at any 
desk in the central placement office would be in a better position to help 
as there would be greater chance of assistance fron the other desks because 
of the co-ordinated action which could exist if the need warranted 
immediate actione 

The colution of this thesis Mes in the centraligatian of the 
placement phaee of pergonnel distribution om the fleet level, with an 
efficient method for effecting planned action patterned salons the lines 
suggested in Chapter VIIe It is not felt that the suggested method and 
organization of the office is the ultimate. It does provide a basis upon 
which to start. If and when the plan is placed into action, chances 
may be necessary as specific problems are faced. It is firnly believed 
that centralization on the fleet level would oure many of the existing 
4ile of manpower distribution. Those it did net cure would be reduced to 


the lowest possible minimme 


Problems to be Faced 
There will te several forces alimed against any proposal for change. 
The two primary forces are the inertia of the status quo and the opposition 
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of the type commanderse These will be reenforeed by their proponents 
throughout the service. 

There is a natural resistance to change all up and down the 
hierarchioal linee This is sometimes amplified in the military services 
by the lack of a profit motivee It is easier to "keep the ship on an 
even keel” than to attempt a chanzee The existing organization may have 
face validity, "empires" are constructed through the passage of time, and 
there is a definite tendency to flow with the tide rather than overcome 
the inertia of the status quose Such an attitude is difficult to opposee 
Although the monetary motive may not exist, the need for efficiency and 
economy still exists, however, saving of productivity and more efficient 
utilization of eskille is somewhat less effective in overcoming inertine 
Many people do not want to attempt change ag it means subjecting onecelf 
to possible failure and possible irritation of the wrong peoples 

The second factor, which overlape with the first, but ie more 
specific, is the desire to retain what autonony now exists. The type and 
area comsondere will zoalously guard their relative autonomy over the 
control of their portion of the personnel flowe This is natural, as any~ 
one feels that to produce results or ends one must have control of all 
the meanse Personnel performance is definitely a means to the end efficiency 
of the type or area cormmandere Any intrusion into any phase of personnel 
adminitration autonomy will be vigorously attacked. There is no intention 
in the proposed change to remove any authority of the type or area 
commanders which they must have to perform their functions adequatelye 
The distribution of personnel is only a part of personnel administration. 
Personnel distribution itself oan be further subdivided into its important 
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phasese First is the funetion of drawing up the plans for the establish= 
ment of pricrities for manpower amongst the basic teams on the basis of 
supply and demande The type conmander bases his plans on fleet operations 
plang and flect canpocsition plans. This ia a fumetion which ean very 
easily be relinquished to the flect central placement office end gain the 
advantarces of centralized plans and action. This will not interfer with 
the type caumanders administrative responsibility. The same applies to 
the area oamnanderge The seoond phase is the anticipation of future 
manpower needs by training programee The proposed plan would not remove 
any of the type or ares commander's responsibility or authority in this 
fields It would merely remove the mechanics to e higher level which has 
greater team coverage, thereby, maxing it possible to consider the teams 
more adequatoly in removals for mandatory quotas. The returnable quotes 
would be granted on request fran the teams as they now aree The third 
phase of dietribution is the more or less mechanical phase of matching 
qualifications with coanplement or allowance vacancies. The sume needs 
would be filled by the flect central placement office as now filled by 
the type and area cammanders, only bettere This would not lessen the 
ability of the basic teams to performe It would help them to perfor 
better because more manpower would be censerved for performancee 

The great bulk of control over personnel administration would 
remain in the hands of the type and area cammanderse The type and area 
commanders would still need their personnel officers as advisors om 
personnel matterse The administration of personnel is a function of the 
line cammandse Technical matters on personnel continually arise in the 
administrative camandse There are reguletione to pranulgate, administrative 


control over advancement, an endless flow of correspondence to make 
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recommendations on or take action on, complements and allowances must de 
continually reviewed to keep them abreast of changing technology, and 
many, many other personnel problems which the type and area commanders 
must handlee Pursgual of the DuPers Manual will sive the reader any number 
of reasons why an administrative commander would need a persenz:el officers 
Removal of the more mechanical fimetionse would eave this personnel officer 
the frustrations of trying to do a part of hie job in the darke The 
writer remembere only a small pert of his daily work which wae devoted to 
the actual mechanics of placement while a type commander's personnel 
officere The bulk of the time wae spent in plenning and supervising the 
personnel administration of the many basic teame. ‘The planning dome in 
diatribution was very disheartening as it had to be changed daily due to 
lack of adequate information from higher levels» It was while attempting 
to out guese the unknown that the seeds for this study were sowne 

In order to overcame the inertia and the opposition of those who 
will lose autonomy in the placement funotion, the advantages to be gained 
by the Wavy must be shom to the top Navy canmand and the commanders on 
the lower administrative echelons. There will be opposition, that is to 
be expected, and it is doubted if the inertia of the atatus quo and the 
specific opposition can be overcome until a crisis makes the need of 
greater efficiency urgente The Korean crisis hac prompted a move in the 
direction of centrelization. Thie move would not have occurred unless the 
lost productivity due to the inherent delays in the present system had 
made the need urgente It is believed that a war of greater proporti one 
than now existe will complete the change to centralization of placement 


on the fleet level, independent of the control of the type and area 
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canmencerse This would be mandatory, as the oost of maintaining the 
avatus quo would be prohibitive. Eaoh type commander could not be 
allowed a separate pool in each forward areae The receiving stations 
sould not hold masse manpower waiting for transportation or assignmente 
Communications could not afford the administrative traffic of the sprewling 
placement orgenizatione Fomomy of effort and manpower would be a necessitye 
This need of simplification, ecomany and efficiency would be a sufficient 
force to overcane inertia and oppositions It ig not anticiapted that the 
results of this study will be applied imaediately, however, the move in 
this direction as the inefficiencies of the present system is beginning 
to be realized by the higher camaands including BuPers. Yt is fully 
realized thet the proposed canplete centralization of the placement function 
on the fleet level will take time, but it is hoped that when the move is 
made, the results of this study may serve as a starting point for the new 
organization.» 

1% will be remenbered that in ean earlier chapter the writer spoke 
of a proposed centralization plan initiated by BuPers end sent to the 
fleet canmanders for thelr cament.e This proposal was for the personnel 
officers of the type canamanders to be physically located in the fleet 
personne] office in order to remove sane of the problems in personnel 
distribution which came to light during the Korean Ware It wee a pree 
liminary attempt to remove some of the inefficiencies which now ext ons” 
Since the canpletion of this study, copies of the replies to SuPere by 
the Comander-in-Chiefe of the Paoific and Atlantica Fleets have been 


made aveileble to the writer, and it is considered appropriate to note 





7 See page 1l4e 
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cemments made. 

The need for centralization wae generally conceded by the fleet 
conmeanderse The Canmander-in-Chief of the Atlantic Pleet ws more in 
favor of suchaa move than the Comender-in-Chief of the Pacific rleet 
although the latter conceded it would be more efficiente The type 
conmanders were generally opposed to such a move. It is believed by 
the writer that the main objectione wore due to the lose of their 
personnel officers end the desire to retein closer control over their 
personel distribution. Extrnots from the commente of the Commander, 
Service Force, Us Se Atlantic Fleet and coneurred in by the Fleet 
Commander are as follows:” 


while all the type commends opposing are reluctemt to have their 
force personnel officer physically located at the Headquarters of 
ComServiant, some indicate that there would be little objection te 
the agelgmment of a more junior representative authorized to effect 
initial distribution into the individual ships of the type. 


ConServLant feels most strongly that the Bureau proepesal would 
be of much benefit to the Atlantio Fleet as a wholee A substantial 
decrease in the number of lost man-hours would be immediately apparent 
Further, a valuable shift toward wartime proceduree would be 
accompli ched e 


In addition to those important advantages listed in reference (a) 
(the BuPers proposal noted on page one hundred fourteen], attention 
is invited to the fact that the proposed syztem has already had a 
thorough practical test and has proved eminently succeasfule In 
August 1950, in an effort to expedite the distribution of erlisted 
personnel and avoid wasteful time-laga, CanCrulent (Commander, 
Cruisera, Atlentic Pleet)], with the full approval of the Camunder in 
Chief, placed the Cruiser Force Personnel Officer vhysically in the 
office of the Flect Personnel offivee All experience to date has 
definitely indicated the merit of this action. Reduction in lost mane 
hours has been most gratifyinge Reduction in messace and mail traffie 





e Letter fron Camender Service Force, Atlentic leet to Canmendere 
ineChief, Atlantic Fleet dated February 22, 1951. The Fleet Comnander 
concurreé in the remarks but desired the sending of officer representatives 
to the Fleet Personnel Office be on a voluntary basise 
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hag been spectaculare Although CanCruLant hae spent the laet five 

(5) montha in the Mediterranean, difficulties inoident to the physical 
separation fron his personne! officer have been a0 minor ae to be 
without signiNoancee 


Commander Service Foree considers that the current onlisted 
distribution systen, while workeble in peacetime, is too limited and 
slow for war-time oonditionse It is a peacetime luxury which, while 
giving the tyne commander authority to distribute within his type, 
is too awkward and wasteful for war-time administration. The system 
currently in use was not eatisfactory during the last war and, with 
few exceptions, was speedily abandoned. The current system was not 
satisfactory during the quaeienobi lization incident to the Korean 
situation in the summer cf 1950- On that occasion it wae immediately 
abandoned until the emergency conditions had been dealt with succeese 
fully by direot distribution from the Fleet Pergonnel Office. In the 
licht of thie evidence, Commander Service Ferce holds no hope that the 
present system will be acceptable in any war of the futuree It is 
congidered that centralization of control of enlisted personnel dis- 
tribution is inevitable if we are to avoid the chaotic conditions which 
existed in many theaters in the early phases of World Wer ITe As 
pointed out by BuPers, it seems only prudent to shift now, while ve 
have time, to that system which we expect to use in the event of 
hoetilitiese 


In deference to the canments end recommendations of the opposing 
type canmanders, as contrasted with the opinions expressed in the 
preceding paragraphs, the following reoomendationa are submitted: 


ae Authorize continuance of the current system for those Type 
Conmenderg who are opposed to any changes 


be Authorize those Type Canmandera who so desire, to order their 
Personnel Officer to the Staff of Commander Service Force for additional 
duty as the Type Caamander's representative for personnele 


Ge Authorize those Type Commanders who so desire, to order an 
Aasistant Personnel Officer to the Staff of Commander Service Force 
for additional duty as the Type Conmander's representative for fnlisted 
Distribution. 


Approval of the above recommendations might appear to result in 
different systems in effect within the Atlantic Fleets In practice it 
would result in different administrative techniques, as a result of 
physical location, being employed to administer the several points of 
the seme system. That this is no real obstacle is evidenced by the 
fact that this oondition has existed in a lesser measure for the past 
five (5) months. The above compranise solution is moet etrongly 
recommended, not only because it ie considered that dissenting Type 
Conmandere may, in due course of time, become aware of the daninant 
merits of the Bureau's propoeal; but also because it represonte a 
substantial step toward the perfection of that system which is cone 
sidered to be certain of adoption soon after the cannencerent of 
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hostilitieee The closer we can now approach such a system, the less 
will be the confusion experienced when the change in systems can no 
longer be avoided. 


I% can be noted that the need for centralization of pereonnel 
distribution ia strongly believed in by the Service Force Cannander and 
is concurred in by the Fleet Commander. The Cannander-in-Chief of the 
Pacific Fleet takes a alichtly different attitude regarding what should 


be done but still believes that the BuPers proposal would give more 


efficienoye In brief this Comnander's remarks are as Pollows:” 


CIMCPACFLT concurs that the presence of type cammender pergonnel 
distribution representatives at the heedquartere of COMVASTSEAFRON 
would provide cloger liaison and more efficient distribution of 
enlisted personnel with a consequent saving of time and moneye 
Eowever, the representative should not be the type commanders’ 
personnel officere The personnel officer is the type canmander's 
principal advisor in all personnel matters and should remain with 
the type commander who has many personnel responsibilities in 
addition to the distribution of enlisted persomnele A type 
commander's personne) distribution representative rather than the 
type commander's personnel officer eshould be ordered to additional 
duty at the headquarters of COMTASTSEAFRONe This repreeencative 
should remain under the command of the type commander agei med 
additional duty with COM RSTSEAFRONe 


eo « e it ie recannended that the Personnel Accounting Machine 
Installations in the Pacific be consolidated at the Headquarters of 
COMMESTSPAFRON as an econany mov@e e » « This action would 
consolidate the gathering and dissemination of personnel statistics 
at one centrally lecated pcint as well as speed up the utilization 
of these statiaties by those who need to knowe 
The Camsender-in-Chief, Pacific Fleet continued by recommending that 
during war the type canmender continue to contre] placemmt through his 
representative at the fleet distribution centere He further recannended 
that for the present the sending of a representative to the central 


office be on an optional basia. 





3 letter from Caonmander-ineChief, Pacific Fleet to Chief of Naval 
Pergonnel, serial 897, dated February 17, 1951. 
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In general it seems that the Atlantic Fleet Commander is in favor 
of full centralization ultimately, and the Pacific Fleet Commander prefers 
the status quo with same ultimate centralization by having type commanderst 
representatives in the fleet officee The writer would like to suggest 
the following in light of the opinions of the fleet commanders: 

le If complete centralization of placement on the fleet level is 
inevitable during the next major war, why wait? Will there be time during 
the beginning of the next major war, which will be sudden, to make complex 
changes? Should we not have thinss ready to function when time will be 
of the essence? 

Ze Placing the distribution representativee of the type commanders 
Sn the fleet office certainly is a step in the right direction, but can 
there be co-ordinated planning and action in the fleet office, which mst 
be rapid during a war if each representative is responeible to a remote 


mand? wWill not all major decisions have to be the result of much 





correspondence between the type commanders and their representatives? 
W311 not plemning on the type commander's level be further complicated 
by soparation fron their distribution representative? 

It seems clear that complete centralization is necessary for 
co-ordinated plans, action, and controle Also it ie necessary that the 
placement function be performed with speed and efficiencye It is 
aiffMoult to see how any compromise will be permitted during the demande 
for action the next full scale war will bring. The system which is 
necessary muet be functioning perfectly before the first blow is struck. 
Delay will be costly. It is believed that the traneition will be slow 


until war makes it necessary, but can the service afford the ultimate cost? 
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Results to be Expected 

If opposition can be overcome and the distribution organization 
of the Navy so reorganized as to place the placement phase of distribue 
tion on the flect level, many improvements in the Navy's manpower flow 
can be expected. Seme of the benefits will accrue more rapidly than 
otherse Much depends upon the calibre and experience of the officers 
end enlisted personnel assigned to the central fleet placement offices. 
It is assumed that if such a move is taken, only the best prepared 
people will be so assigned to these officese 

The advanteres of centralization lie in the greater ability to 
plan and co-ordinate a logical couree of actiene Due to the closer 
proximity to the source of action, BuPers and the fleet commanders, and 
the reduction of the BuPers span of technical control, information can be 
supplied more rapidiy on anticipated personnel movements and requirementse 
The delays of the successive stages of planning, cannmunications through 
the chein of cemmand, and successive line responsibilities will be 
materially reduced or eliminatede Through administrative economy the 
manpower needs of the Navy can better be served. 

To sunmerize, the advantages to be gained by the centralization 
of the placement phase of personnel distribution at the fleet level are: 

le Greater permanency of personnel e 

2e Career planninge 

Se Marcdmum utilization of manpowere 

4¢ Optimum application of training for advancement in skille. 

Se Greater possibility of meeting not only the Navy's over-all 

manpower need, but each specific neede 

Ge Economy in manpower movement 

7e Reduction of administrative delayse 

8e Standardization of methods. 


Se Ineurance against eneny destruction of nerve centerse 
10¢ Area personnel service to the basic teams under central controle 
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ll. felief of key personnel before transfer. 

12. Greater strength of top level representation of personnel 
Dlacement problems. 

l3-e FEeduction of unwarranted pressures on personnel flows 

14- A consolidated force for improvezent of distribution aidse 

15- Increased Navy moralee 

16. Nore accurate placemente 


All these are gained through the possibility of co-ordinated planning and 


course of actione 
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